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Summary 
 
This study investigated the differences in project management between two 
countries, namely Japan and Singapore. The investigation focused on project 
managers’ project management practices from both countries and data was obtained 
via a survey questionnaire conducted in Singapore and Japan.  
It was hypothesized in this study that significant differences in project 
manager’s practices would exist in the implementation of Western project 
management methods and the analysis of data from Japan and Singapore supported 
this hypothesis.  
The study found three salient differences. Firstly, Singaporean project 
managers tended to assume a higher level of responsibility than Japanese project 
managers in regard to decision making, staff empowerment and accountability. 
Secondly, differences in regard to age and gender were found. Project managers in 
Japan were older than those in Singapore, and Japan also had a larger share of male 
project managers. Thirdly, the findings of this study also reveal that Japanese 
organizations, unlike Singaporean ones, were largely reluctant to outsource project 
management, or to use consultants to run projects. In addition to this, project 
managers in Japan were less eager than their Singaporean counterparts to receive 
further certification in project management skills. 
Nonetheless, moving forward, project managers’ project management 
practices are expected to undergo changes. The findings in this study revealed that 
Japanese project managers expressed a strong desire for greater autonomy and higher 
levels of responsibility in managing projects while the Singapore project managers 
would prefer a lower level of responsibility.  
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Chapter 1 - Introduction 
 
1.1 Introduction 
The recession of the 1990s has placed many Japanese organizations from all 
industries under pressure, and has forced them to restructure their businesses by 
cutting costs and upgrading technologies. Organizations need to adapt to this 
changing business environment in order to remain competitive. As such, businesses 
need to be innovative and look beyond the realm of traditional practices to discover 
and assimilate more effective management systems. Efforts are continually made to 
raise the quality and productivity of organizational processes which leads to improved 
products and services. Effective project management, the subject of this research, is a 
key means by which businesses achieve quality products and services. 
 
1.2 The Increasing Importance of Project Management 
Project management evolved out of the struggle of companies to stay 
competitive. In fact, the management of projects has been around for a long time, but 
in a rather unsophisticated form compared to today’s practices. In the past, project 
management was embraced only by practitioners from engineering and construction-
related industries.1  Nevertheless, with an increasingly complex business environment, 
the traditional understanding and practice of project management have been found 
inadequate. The division of work into parts according to disciplines2 is no longer 
adequate to the challenges of conceiving and delivering an increasingly complex and 
                                                
1
 David I. Cleland, Project Management: Strategic Design and Implementation 2nd ed (Singapore: 
McGraw-Hill, Inc, 1994), 4. 
2
 Albert Hamilton, Managing Projects for Success: A Trilogy (London: Thomas Telford, 2001), 3. 
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diverse range of projects. Projects may end up delayed and/or incur additional costs, 
and some projects may fail altogether. 
Therefore, standardized approaches to the management of projects have 
increasingly received attention. According to Ian Fraser, a member of the board of 
director for the premier project management professional society named Project 
Management Institute (PMI), many large organizations are emphasizing the 
importance of project management’s role in increasing an organization’s 
competitiveness by ensuring that projects are successfully completed.3 In addition, 
project management has also become recognized as a key activity in many modern 
organizations throughout the world as a means of improving productivity and 
efficiency. Increasingly, companies are organizing tasks according to project rather 
than an operational basis due to the many advantages offered by such a methodology. 
Project management processes include planning, organizing, directing, and 
controlling of resources for a finite period of time to complete specific goals and 
objectives.4 These processes are considered an essential systematic and organized set 
of tools for the management of business activities. Apart from this, Butler also states 
that project management is meant to appropriately handle those endeavors in complex 
organizations that are under concrete constraints with regards to cost and time, and 
where failure has severe consequences for the organization.5  
 
                                                
3
 Devi Chandra, “Project Managers in High Demand,” New Straits Times - Computimes (Malaysia), 8 
September 2005, sec. Update, 11. 
4
 Harold Kerzner, Project Management: A Systems Approach to Planning, Scheduling, and Controlling 
9th ed (Hoboken, N.J: J. Wiley, 2006), 2-3. 
5
 Arthur G Jr Butler, “Project Management – Its Functions and Dysfunctions,” in Project Management 
Handbook, ed. David I. Cleland and William R. King (New York: Van Nostrand Reinhold Co, 1983), 
61-62. 
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1.3 Justification for the Study  
Western project management methodology is no longer being implemented 
only in the West, but is deployed widely by organizations internationally, and Japan is 
no exception. A prolonged period of business stagnation is challenging the once 
strong belief in old management approaches, and many Japanese corporations now 
look to Western techniques in order to survive and to stay ahead of competition.  
Nevertheless, the adoption of Western project management methods does not 
occur in a uniform way across countries. Nor are Western project management 
techniques adopted by these countries wholesale in an unchanged manner. This is 
because the organizations in different countries operate in different economical, 
political, social and competitive contexts to which businesses must respond 
proactively. The adoption of a changed form of quality control is an appropriate 
example to illustrate this flexibility in the Japanese context. The concept of quality 
control originated in the West, when Deming and Shewhart, pioneered the use of a 
statistical approach to increase the standardization of manufacturing processes in the 
late 1920s.6 7 Despite Deming’s effort at systematizing and disseminating methods of 
statistical quality control in response to concerns over product quality during wartime 
in America, his contributions were not appreciated after the war’s end. In fact, quality 
control first gained fame in Japan, and it is argued that Total Quality Control (TQC) 
facilitated the Japanese “quality revolution” in the 1960s and 1970s. The Japanese had 
managed to innovatively adopt this American quality control method to the specific 
context of Japanese industry.8 Here, the quality control concept goes beyond abstract 
                                                
6
 Andrea Gabor, The Man who Discovered Quality: How W. Edwards Deming Brought the Quality 
Revolution to America: The Stories of Ford, Xerox, and GM (New York: Times Books, c1990), 3-6. 
7
 William M. Tsutsui, “W. Edwards Deming and the Origins of Quality Control in Japan,” in The 
Enigma of Japanese Power: People and Politics in a Stateless Nation, ed. Karel Van Wolferen (New 
York: A.A. Knopf, 1989), 296-298. 
8
 Tsutsui, 318. 
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mathematical approaches, and has been extended from specialist employees to all 
employees regardless of whether they are production or non-production line staff. 
In addition, there is a wealth of literature documenting the fact that 
management practices are not universal, and are in fact “socially constructed” by 
different societies.9  For example, managerial practices in Asian countries tend to 
emphasize establishing strong personal relationships.10 A study conducted by Haire, 
Ghiselli and Porter on 3600 managers from 14 countries found that Japanese 
managers embraced participative attitudes more than managers from the other 
countries investigated.11 Another study on the personal and organizational values held 
by over 1300 managers in Japan and the US further found that Japanese managers as a 
group have more homogeneous values than managers in countries like the US, 
Australia, Korea and also in India.12 
As managerial practices are not universal and differ according to the various 
local contexts, comparative country-based studies can offer valuable insight into the 
interplay of variables needed for corporate success in different environments. Insights 
from such research can have important implications for business policy and planning, 
besides enabling updating and refinement of the theoretical frameworks used to 
approach the study of business practices. However, little research has been conducted 
on project management in Japan and Singapore. In other words, knowledge on project 
management development in both countries is limited, a research gap that this thesis 
aims to begin filling by a focused investigation on the very issue. More explicitly, this 
                                                
9
 Peter Boxall, “Building the Theory of Comparative HRM,” Human Resource Management Journal 5 
(5) (1995): 5-17. 
10
 Low Sui Pheng and Christopher Leong H Y, “Cross-cultural Project Management for International 
Construction in China,” International Journal of Project Management 18 (5) (2000): 308.  
11
 Mason Haire, Edwin E. Ghiselli and Lyman W. Porter, Managerial Thinking: An International Study 
(New York: Wiley, 1966), 22-30. 
12
 George W. England, The Manager and His Values: An International Perspective from the United 
States, Japan, Korea, India, and Australia (Cambridge, Mass: Ballinger Pub. Co, c1975), 42. 
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study is organized for the purpose of studying the implementation of project 
management practices in Japan. With regards to project management, Tominaga13 
states in an article that although many studies have been done about the topic, and 
many success stories have been highlighted outside of Japan, it may still not be 
possible to duplicate the same results in Japan. The practices refer here to the 
accepted and common practices that project managers believe are needed to achieve 
project success.14 Kerzner suggests that these practices are actions undertaken that 
lead to a sustained competitive advantage in project management by the organizations 
or individuals.15 In short, they are guidelines that apply to project managers.  
Nevertheless, researchers have not examined how best practices can be 
applied to project managers of different background, and whether these practices 
should be regarded as an approach to be taken globally: there are common beliefs that 
“best” practices may not be transferable.16 In view of this, this study investigates the 
possibility of adopting the benchmarked practices across countries of different 
management backgrounds. Concurrently, the study also intends to provide an insight 
into the current trend in Japanese management through the findings.  
 
1.4 Focus of the Study 
In the center of this study stands the project manager. The project manager is 
normally held responsible for the attainment of project goals.17 Within the stages of 
project development from planning to execution, project managers are required to 
                                                
13
 Akira Tominaga, “Searching for a Shortcut to Quick Development of Project Management Skills in 
Japan,” Journal of the Society of Project Management 5 (5) (2003): 21. 
14
 Frank Toney and Ray Powers, Best Practices of Project Management Groups in Large Functional 
Organizations (Upper Darby, Pa., USA: Project Management Institute, c1997), xxi. 
15
 Harold Kerzner, Using the Project Management Maturity Model: Strategic Planning for Project 
Management 2nd ed (Hoboken, N.J: John Wiley & Sons, c2005), 237. 
16
 Kerzner (c2005), 242-243. 
17
 Wendy Briner, Colin Hastings and Michael Geddes, Project Leadership 2nd ed (Aldershot, Hants, 
England; Brookfield, VT., USA: Gower, 1996), 16.  
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handle communications with a variety of stakeholders, such as management, suppliers, 
customers and project team members. Therefore, it is increasingly recognized that 
project managers play an important role in the implementation of project management. 
Project managers not only have a direct impact on the status of projects, the way 
project managers perceive and handle projects also influences project management 
implementation in different work cultures in different countries.  
In short, project managers are crucial to project management implementation. 
Therefore it was decided to put the project manager at the center of this research. 
Project management practitioners from different organizational and cultural 
background were surveyed with regard to project managers’ characteristics, and their 
perceptions concerning the situation in their organizations as well as on their practices 
in project management.  
 
1.5 Singapore as a Benchmark 
In order to achieve the research aims, data from Singapore will be used to 
benchmark the results obtained from Japan. Singapore is chosen for this study for two 
main reasons: 
1) Singapore is strongly influenced by Western cultures and principles, as its 
administrative system bears the legacy of its past status as a British colony.18 
2) Singapore is a multicultural country with expatriates from all over the world that 
make it a suitable country with which to compare tradition-bound Japan. 
Nevertheless, as the aim of this research is to investigate project management 
practices in Japan, the bulk of the discussion in this study will focus on Japan.  
 
                                                
18
 Kok Hwa Brigitte, Sie, Singapore: A Modern Asian City-State Relation between Cultural and 
Economic Development (Nijmegen, Netherlands: Katholieke Universiteit Nijmegen, 1997), 263. 
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1.6 The Significance of the Research 
The findings of this research are valuable to researchers who are interested in 
understanding differences in managerial practices in different countries and in 
understanding project managers’ values and roles in a Japanese and Singaporean 
project environment. The results provide insight into and explore both the actual role 
performed by project managers and the reasons for these differences in the two 
countries. Besides researchers, this study also benefits practitioners who are interested 
in working in a project management environment in the two countries. Insights 
afforded by this study can assist such practitioners in their planning for improved 
management and continued corporate growth.  
 
1.7 Methodology 
In order to facilitate a wider understanding of how project management is 
adopted in Japanese and Singaporean organizations, a multiple-choice quantitative 
questionnaire was used to garner relevant data. This method was chosen as it enabled 
the researcher to reach a large pool of project management practitioners in both Japan 
and Singapore. Due to the multiple-choice format, respondents did not have to spend 
time writing up their own responses, making them more amenable to participation in 
this survey.  Restricting the format of the respondents’ responses to a set of fixed 
choices also allowed for more valid comparisons of cross-country data. Admittedly, 
fixed choices can at times hinder respondents’ expression of relevant information. As 
such, where relevant, space for free prose-based responses was also included in the 
questionnaire form. 
In order to ensure that the results from the survey genuinely represent the 
views from people who understand project management, the participants in the survey 
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were limited to active members of project management associations in Japan and 
Singapore. Project management is based on standardized processes and practitioners 
need to possess a certain level of practical understanding before being considered a 
“project management practitioner”. The word “active” is qualified as being active in 
project management practices in their organizations, namely senior management 
responsible for conceiving or obtaining projects for the company, employees serving 
as team members or leaders in projects, and employees who are not yet active in 
project work but display an interest in educating themselves regarding project 
management. 
 
1.8 Structure of the Thesis 
The structure of this thesis includes five chapters. Chapter 1 examines the 
background and the purpose of this study. Chapter 2 reviews the background of 
project management with its roots in the West. The chapter also includes the 
development of project management in Japan. It will conclude with a discussion on 
the general role of project managers and their practices in implementing project 
management in a project environment.  Chapter 3 discusses Japanese management 
style and its characteristics. This descriptive part of Japanese management will lay out 
the elements of the Japanese management system that have a direct impact on the 
behavior of Japanese project managers. In this chapter too, the Singaporean 
management style which is strongly influenced by the West is discussed as a 
benchmark for differences in Japanese management characteristics in the 
implementation of project management. Chapter 4 discusses the methodology used 
in this study and the raw data with regards to the respondents. Their companies’ 
demographic and project characteristics will also be presented, followed by the results 
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from the survey. Chapter Four also includes a comparative analysis of project 
management practices in Japan with those found in Singapore. Chapter 5 concludes 
the thesis with a discussion of the results, and its significant findings will be 
highlighted. It also presents suggestions for future research that would deepen the 
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Chapter 2 – Introduction to Project Management 
 
2.1 Introduction 
This chapter reviews background on project management. First, this chapter 
begins with a review of existing literature on Western project management for the 
purpose of explaining how project and project management has been defined by key 
researchers working in this area. This will be followed by a brief description of how 
project management evolved over the years in the Western world, and a discussion on 
the roles of project managers. The researcher will also present a discussion on project 
management development in Japan and Singapore. Lastly, the various project 
management practices embraced by Western project managers to ensure the success 
of projects will be discussed. 
 
2.2 The Definition of a Project  
The understanding of project management starts from an explication of the 
term. Projects can be found in every realm of industry and business, and they come in 
various types, sizes, and complexities. Various project management associations and 
researchers have given the word “project” numerous definitions. According to one of 
the early definitions by Davis,19 a project is defined as “Any undertaking that has 
definite, final objectives representing specified values to be used in the satisfaction of 
some need and desire.” In the book A Project Management Dictionary of Terms, the 
authors Cleland and Kerzner also defined project as “A combination of human and 
nonhuman resources pulled together in a temporary organization to achieve a 
                                                
19
  Ralph Currier Davis, The Fundamental of Top Management (New York: Harper, 1951), 268. 
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specified purpose; the first level of breakdown of a program; an undertaking with a 
scheduled beginning and an end.”20  
On the other hand, Turner 21  defined a project as “An endeavor in which 
human, material and financial resources are organized in a novel way, to undertake a 
unique scope of work, of given specification, within constraints of cost and time, so as 
to achieve beneficial change defined by quantitative and qualitative objectives.” The 
Project Management Institute (PMI) has also defined a project as “A temporary 
endeavor undertaken to create a unique product, service or result.” 22 Thus, if tasks are 
repeated daily, it is not considered as a project since it has to be confined within 
deadlines and limited budgets by definition.23 24  
In short, a project is a temporary endeavor.25 In every project there is a project 
start and project end date attached to its life cycle. Although in reality projects are 
subject to the possibility of being delayed, it is never a continuous activity with no 
definite end date.26 Projects embark on the creation of new products or services and 
operate under time, cost, and quality constraints. It is an endeavor where effective 
resources are being utilized to accomplish a set of inter-related tasks that will lead to 
the achievement of project objectives.27  When projects are completed, the project 
team members are either assigned to work on new assignments, or are returned to 
                                                
20
 David I. Cleland and Harold Kezner, A Project Management Dictionary of Terms (New York: Van 
Nostrand Reinhold Company, 1985), 199. 
21
 Rodney J Turner, The Handbook of Project-Based Management: Improving the Processes for 
Achieving Strategic Objectives (London: McGraw-Hill, c1993), 7-8. 
22
 Project Management Institute Standards Committee, A Guide to the Project Management Body of 
Knowledge 3rd ed (Upper Darby, PA: Project Management Institute, 2004), 5. 
23
 Jeffrey K Pinto and Dennis P Slevin, “Critical Success Factors in Effective Project Implementation,” 
in Project Management Handbook 2nd ed, ed. David I. Cleland and William R. King (New York: Van 
Nostrand Reinhold Co, c1988), 479-481. 
24
 James Williams, Team Development for High-Tech Project Managers (Boston, MA: Artech House, 
2002), 2-6. 
25
 David G. Carmichael, Project Management Framework (Lisse, The Netherlands: A.A. Balkema, 
c2004), 9. 
26
 Carmichael, 19. 
27
 Jack Gido and James P. Clements, Successful Project Management 2nd ed (Cincinnati, Ohio: South-
Western/Thomson Learning, 2002), 4. 
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their original functional positions. Projects are generally regarded as being unique to 
organizations as there are no two organizations that ever embark on the same project 
at any point of time.28 
 
2.3 Project Participants 
Based on Cleland,29 the parties involved in a project can be referred to as 
stakeholders. While there are many different parties involved in projects, the 
structuring of stakeholders or project participants usually depends on project type, 
scale, complexity, and phases of the project life-cycle. Some of the principal parties 
can be broadly classified as follows: 
The project sponsor is usually the person or group to whom the project 
manager reports within the parent organization. Besides providing administrative and 
financial support to the projects, project sponsors monitor the project’s overall 
performance.30 The project sponsor also assigns project tasks to project managers, and 
is able to remove project managers from their duty if necessary. Most importantly, the 
sponsor ensures that the project is of real relevance to the organization, and helps in 
setting the objectives and constraints of the project. 
The project manager/project leader is responsible for achieving the project’s 
overall objectives and leading the project team. The project manager is also a juridical 
person to whom the customer and investor delegates their power to manage work on 
project implementation such as project planning, project tracking and project 
communication. While solving project related problems is being part of the duties, the 
                                                
28
 Bennet P. Lientz and Kathryn P. Rea, Project Management for the 21st Century 2nd ed (San Diego: 
Academic Press, c1998), 3. 
29
 David I Cleland,” Project Stakeholder Management” in Project Management Handbook 2nd ed, ed. 
David I. Cleland and William R King (New York: Van Nostrand Reinhold, 1988), 275. 
30
 Paul C. Dinsmore, Human Factors in Project Management (New York, NY: American Management 
Associations, c1984), 121. 
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project manager coordinates work for the whole project life cycle so that objectives 
are achieved within time and budget. Besides that, the project manager is also tasked 
with communicating project information to stakeholders and other interested parties. 
The project team is a specific organizational structure headed by a project 
manager and is a temporary organizational formation. Upon completion of a project, 
the formation will be dissolved and members will be reallocated to different projects 
or other division of work within the organization. The structure of this formation is 
heavily dependent on the scale and complexity of the projects. A project team is 
tasked to achieve favorable project results. The project team works directly with the 
project managers to plan, coordinate and achieve the project’s objectives.31  
The customer is the main party interested in implementing the project. Hence, 
the customer is the owner of the project and defines the basic project requirements. 
The customer helps to set the project objective and provides funding for the entire 
operations. In addition, the customer can be either an internal or external customer of 
the organizations. In any project environment, the project manager must work to 
establish a special relationship with the customer.  
 A consultant may be hired externally from professional organizations to play 
an advisory role on project management. Depending on the size and nature of each 
project, the input and advice from the consultants will vary. 
Besides the parties who have direct connection in the projects, those who 
supply goods and services to the project are also stakeholders.  
 
                                                
31
 Dinsmore, 122. 
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2.4 Project Management Definition 
There have been numerous definitions found in the literature on project 
management. PMI defines project management as “…the application of knowledge, 
skills, tools and techniques to project activities to meet project requirements. Project 
management is accomplished through the application and integration of the project 
management processes of initiating, planning, executing, monitoring and controlling, 
and closing.” 32  In addition to the above definition, from Cleland’s book Project 
Management – Strategic Design and Implementation, PMI also defines project 
management as “…the art of directing and coordinating human and material resources 
throughout the life of a project by using modern management techniques to achieve 
predetermined objectives of scope, cost, time, quality and participant satisfaction.” 33 
Project management is also defined as a process of planning, allocating and 
controlling of company resources to complete a project on time, within budget, safely, 
and in accordance with the specified technical and quality requirements.34 Cleland and 
King35 further posit that the concept refers to a systems approach to the management 
of technologically complex tasks or projects whose objectives are explicitly stated in 
terms of time, cost, and performance parameters. 
In order to understand project management further, a comparison between 
project management and general management is shown in Table 2.1.36  Cleland37 
states that the emergence of project management is attributed to the use of special task 
forces or organizational teams to manage ad hoc business activities. The central issue 
                                                
32
 Project Management Institute Standards Committee, 8. 
33
 Cleland (1994), 5. 
34John A Kuprenas, Chung-Li Jung, Abdullah S Fakhouri and Wahib G Jreij. “Project Manager 
Workload – Assessment of Values and Influences,” Project Management Journal 31 (4) (2000): 44.  
35
 Michael K. Gouse and Frank A. Stickney, ”Overview of Project Management Applications,” in 
Project Management Handbook 2nd ed, ed. David I. Cleland and William R. King (New York: Van 
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of project management is time and it is utilized to manage projects which are one-off 
activities. Therefore, project management demonstrates a stark contrast from general 
management, where activities are on-going.  
 
Table 2.1: Responsibilities: Project Management vs. General Management 
Project Management General Management 
• Specific cost, schedule and 
technical performance objectives 
• Matrix organizational design 
• Ad hoc in nature 
• Focal point for functional and 
enterprise interfaces 
• Concerned with product, service 
and enterprise process design and 
development 
• Supports organizational strategies 
• Concerned with project 
stakeholders 
• Strategic management of the 
enterprise 
• Vertical organizational design 
• Concerned with enterprise 
mission, objectives and goals 
• Ongoing enterprise 
• Concerned with enterprise 
stakeholders 
• Seeks enterprise efficiency and 
effectiveness 




Besides the issue of time, Cleland found differences in organizational structure 
in both management settings. While general management adopted vertical 
organizational design, matrix organizational design is used in project management. In 
a matrix organization, a manager is assigned to plan, direct and oversee the project.38 
The functional managers' involvement is limited to assigning personnel and providing 
advisory expertise when necessary.  
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2.5 Historical Development of Project Management 
The project management approach of gathering a group of people on a 
temporary basis to achieve certain established goals has been used for centuries. 
Although the exact period when it started to be used remains unknown, it is assumed 
that some aspect of project management probably made its first appearance in the 
works of ancient civilizations. 39  Nevertheless, the modern and structured project 
management techniques well known today only began in the late 1950s. 40  For 
instance, during this period, the United States Department of Defense deployed 
standardized processes in managing its large scale military projects.41 From the 1950s, 
project management started to grow albeit at a slow pace. In its early days, project 
management was only used in big-scale and complex projects. Since then, project 
management has become a professional discipline that is well established in the 
Western world.   
The actual start of project management is yet obscure. However, Kerzner42 
suggests that the history of project management can be divided into three periods: 
 
2.5.1 Traditional Project Management - 1960 to 1985 
While project management was mainly used by contractors in aerospace, 
defense and large construction, many projects in other industries were still handled on 
an informal basis whereby the authority of the project manager was minimized.43 
During this period, many large projects were completed behind schedule and were 
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seriously over budget. Instead of appointing proper project managers to oversee the 
projects, functional managers were put in charge of managing projects. Due to the 
close relationship among these functional managers, in many cases, no formal 
communications with regards to the projects were deemed necessary.  
However, by the 1970 to early 1980s, formalized project management 
processes were being sought by many companies. The complexity and size of their 
project activities had grown to a point where it had become difficult to handle them 
without proper systemization.44 Management even came to realize that they could 
effectively run their organization’s business on the basis of managing projects. Project 
management has since been growing rapidly, and has even been accepted by non-
project driven sectors.45 
To promote project management, various organizations were established in 
Western countries to create awareness about this discipline. For example, Project 
Management Institute (PMI)46 47 was founded in 1969 in the US. PMI stands as a 
global leader in the development of standards for the practice of project management. 
Its premiere standards document, A Guide to the Project Management Body of 
Knowledge (PMBOK® Guide), is recognized as a standard for managing projects 
worldwide. In the United Kingdom and Europe, the Association for Project 
Management (APM) 48  and the International Project Management Association 
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(IPMA) 49  were established in 1972 and 1965 respectively to promote project 
management to their members and other business associates.  
 
2.5.2 Renaissance of Project Management - 1985 to 1993 
The organizations in other industries that had adopted the “wait-and-see” 
attitude began to recognize the advantages project management could bring them. The 
use of project management techniques became a necessity and not a choice. 
Organizations were faced with strong competition and they realized that they had to 
compete on the basis of cost and quality. This strong driving force has encouraged the 
implementation of project management.50 As a result, project management began to 
be applied to all sizes of projects. The recession in 1989 to 1993 is seen as the factor 
contributing to the acceptance of project management as well. During the recession, 
attention was placed on obtaining better project scheduling techniques so that 
products could be marketed rapidly and long term solutions to problems were 
emphasized.  
 
2.5.3 Modern Project Management – 1993 to Present 
Organizations were recognizing significant changes in qualitative and 
organizational aspects of project management. This came about as most of the 
organizations developed some degree of competence in project management and 
wanted their employees to recognize the value of such improvements. In all industries, 
modern tools and techniques in support of projects have grown increasingly 
sophisticated. Project management is no longer confined to the project-driven industry 
but virtually to all areas of business. Project management has firmly been recognized 
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as a profession, and a career path does exist for the professional project manager. The 
benchmarking of “best” practices (practices tried and proven to contribute greatly to 
the success of a project) has also created centers for excellence in project 
management.51 
The corporate world of the 21st century, is earmarked by business mergers and 
acquisition on a previously unknown scale, requiring people competent in 
multinational project management. This changing environment, coupled with 
changing technology, also allows for new manifestations of project management. One 
common example of a “new” manifestation would be the popularity of virtual project 
teams and virtual project management offices that rely heavily on trust, cooperation 
and effective communications.  
 
2.6 Project Life-Cycle  
The following section provides an illustration of a project life-cycle. In this 
research, a brief discussion project life-cycle is considered essential as the life-cycle 
serves as a guide in determining the activities of project managers.  
During its development from an idea to its completion, a project goes through 
several phases. Generally the phases occupy different time spans. From a slow 
beginning they progress to the peak and then decline to reach termination at the end of 
the cycle. Figure 2.1 shows the project life cycle where a project is divided into 
phases to achieve better management control.52 Although there is no definite number 
of phases in project life cycle, most of the management texts consider the life cycle to 
consist of four (4) stages.  
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Each project phase is marked by completion of one or more deliverables. 
Hence, in each project phase, a set of defined tasks is designed to establish the desired 
level of management control and to achieve the desired results.  
Table 2.2 stipulates the major tasks to be accomplished in each of the 4 stages 
in project life cycle. Project managers are usually tasked to administer these activities. 
In the next section, an in-depth discussion is presented on the role of project managers 
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Table 2.2: Tasks Accomplished in each of the Four Stages in Project Life Cycle 
Phase Terminology Major Activities 
I Conceptualization • Identify the need and preliminary specifications 
• Gather data and conduct viability study 
• Develop basic budget and schedule 
• Estimate risk level 
• Identify project team 
• Select project manager 
• Prepare and submit proposal to sponsor for 
approval 
II Planning • Prepare detailed master plan by conducting Work 
Breakdown Structure (WBS) 
• Present the plan for project sponsor’s approval 
• Gather resources and allocate them to various 
tasks  
• Conduct studies and analyses 
• Design system 
• Build and test prototypes 
• Analyze results 
• Obtain approval to proceed 
• Implement schedule 
III Execution • The activities involved in this stage are the 
“actual” tasks to achieve the goals of the project 
• Set up project organization and communications 
• Pull together the efforts of all resources 
• Build and test tools 
• Develop support requirements 
• Produce system 
• Verify performance 
IV Termination • Finalize the end product 
• Conduct review if end product(s) to be accepted or 
rejected 
• Train functional personnel 
• Transfer material 
• Transfer product responsibility to end users 
• Evaluate project by project team 
• Settle accounts and document results  
• Reassign project team members 
 
 
2.7 The Project Manager 
Back in the 1940s, the term project manager was not widely used in the 
project management environment. Often, functional managers took up the duties of 
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project managers.53  Functional managers who had completed their part of the project 
would hand over the subsequent parts of the project to the next line manager. In short, 
there was no single person in charge of the overall progress of the project. Such 
arrangements created much trouble for projects as no one would claim responsibility 
if the project failed. 
However, given the trend of a globalized and projectized environment, the role 
of the project manager takes on increased importance in corporate success.54 55 56 57 
According to Pinto and Slevin, 58  the ability of project managers to transit from 
strategic to tactical issues enables them to manage projects successfully. In a study 
conducted by Lechler,59 the author reviewed 44 empirical studies of the determinants 
of project success and found that project managers do make a difference in affecting 
the results of projects. Similarly, Toney states that project managers influence 
approximately 50% of the project outcome with the remainder relying on the external 
environment, project office organization and host organizations.60 In a global survey 
conducted by PMI,61 approximately 96% of the executives involved in the survey 
agreed that the use of project managers is an effective means to ensure success in 
project management. Having said this, this study does not suggest that the role of 
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project managers supersede that of other success factors such as team morale and so 
on.  
In view of the major role a project manager must play, the appointment of a 
project manager inevitably becomes important. 62  However, the desirable 
characteristics for a manager are quite diverse. Archibald 63  suggested flexibility, 
adaptability, effectiveness as a communicator, ability to balance technical solutions 
with time, cost and human factors, devotion to planning and scheduling, and the 
willingness to make decisions to be the desired attributes for project managers. On top 
of that, Pettersen64 highlighted the importance of a project manager possessing the 
technical and management background and skills to match a project. On the other 
hand, Parfitt and Sanvido 65  considered experience in managing projects as an 
important criterion for selecting a project manager. The publication of A Guide to the 
Project Management Body of Knowledge (PMBOK) in 1996 marked a milestone in 
the development of project management as a field of practice. The PMBOK guide 
broadly identifies key general management skills for a project manager to be leading, 
communicating, influencing the organizations, problems solving and negotiating.66  
To be effective as a project manager, an individual must have the management 
as well as technical skills.67 The job descriptions of project managers include a list of 
their attributes, responsibilities and skills in managing projects. Project managers are 
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at least expected to complete their projects within the established schedule, cost and 
quality standards. In addition, a project manager is required to cross functional lines 
to bring together the management activities required to accomplish project objectives 
in a timely and cost effective manner. The project manager thereby has certain 
characteristics that differentiate him from the traditional manager. Table 2.3 lists the 
differences between traditional managers and project managers in an organization. 
 
 
Table 2.3: Difference between Project Manager and Traditional Manager 
Project Manager Traditional Manager 
Concerned about the accomplishment of 
projects that require the cooperation of 
external teams or business units that are 
beyond his control 
Concerned only about the accomplishment 
of daily or annual work targets that require 
little cooperation from external business 
units. Has full control over his own 
resources, reporting directly under the 
traditional manager 
Required to share authority with 
functional manager in the functional 
areas 
Has full authority over his resources in 
normal business environment 
Tasks assigned are finite with deadline Tasks assigned are day-to-day assignments 
The personnel supporting the project 
will return to original position or 
assigned to other projects when project 
is completed  
The personnel will not be transferred 
except for business strategy related reasons  
Determines the when and what of the 
project activities 




The traditional manager supervises or is put in charge of managing a team and 
runs the daily business of a department or division in a company. He is analytically 
oriented, and is considered to be an expert in his area of responsibility. The traditional 
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manager is thus responsible for making decisions on how something has to be done in 
his department. In contrast, a project manager is expected to oversee many functional 
areas, each with its own specialists, and hence has to put pieces of tasks together to 
form a coherent whole. The traditional manager usually has formal authority and 
considerable power while the project manager often faces the challenge of working 
from a low-power, informal position.  
 
2.8 Project Manager and Project Management Practices 
Investigations into the desired practices of project managers show that they 
should have the power to make decisions and have far-reaching organizational 
authority. 68  According to Baker, 69  project management allows organizations to 
implement strategic changes and thus, enables more rapid decision cycles. In a fast 
moving environment, time is critical and decisions have to be made quickly. Often, 
there is only little time to seek for permission among a great number of project 
stakeholders such as the project sponsor, steering committee etc. Therefore, a project 
manager has to be given adequate authority to make major decisions that help to 
accomplish the project objectives.70 The project manager’s authority is conferred on 
him by the next higher level, usually the project sponsor. Authority provides 
legitimate rights to the project manager, and it is usually delegated by job descriptions 
or related policies.71  Apart from this, Eisenhardt and Tabrizi72  also observed that 
powerful managers are crucial for holding processes in place and accelerate the 
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progress of project development. Besides their capability in securing a larger budget 
for their project team, they are also able to attract better members to the team and 
keep the team motivated.  
In their study, Brown and Eisenhardt73 also highlighted that project managers 
should possess the ability to maintain their focus on the project goals. Besides 
maintaining a disciplined vision that keeps the project under control, the project 
manager also has to communicate clear objectives to the project team.  The project 
manager has to provide the team with a unified view of the project, and keep the team 
members motivated at the same time.  
According to Katz and Allen,74 team performance is highest when a project 
manager has accountability for project success. While some organizations reported 
that they prefer more than one person being responsible for the project’s success or 
failure, the project manager has the responsibility and accountability for the overall 
performance of the project.75 Research by Gupta and Wilemon76 suggested that the 
lack of accountability in team management and conflict of roles negatively affects the 
performance of projects. In their study, interviewees also indicated that one of the 
prominent reasons why projects failed was due to insufficient monitoring caused by 
unclear ownership or responsibility of the project deliverables.  
A project involves significant uncertainties throughout the project life cycle. 
However, these uncertainties can be accommodated by project team members if they 
have the authority to adjust the structure of their work. 77  In their book 
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Superleadership: Leading Others to Lead Themselves, Charles Manz and Henry 
Sims78 argued that delegating authority actually enhances the power of a leader by 
helping the subordinates become capable of attaining organizational goals. A study by 
Tampoe and Thurloway79  concluded that team empowerment model in the project 
context enhances competency and increase project performance. Kirkman and 
Rosen 80  also found that highly empowered teams are more effective than less 
empowered teams. As such, Pettersen81 suggested project manager should allocate 
appropriate authority to team members to enable them to make significant decisions in 
their field of competence. In addition, Pinto and Slevin82 supported the notion that 
project managers need to delegate effectively to ensure positive team performance. 
Apart from that, Lock,83 in his study defined delegation of authority as being one of 
the important leadership qualities for project managers.  
Toney84 states that although the project manager’s background is not linked 
directly to a project’s success, it can have a significant influence on the ability of the 
person to achieve goals. Experience with activities related to goal achievement, 
education, management and working with teams are some elements important to 
becoming an effective project manager. The project manager’s background affects the 
team’s performance and ability to perform in the project environment. The members 
of the Top 500 Project Management Benchmarking Forum conclude that the Project 
Management Professional (PMP) certification from the PMI is an indicator that the 
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project manager has a foundation of knowledge needed successfully to manage 
projects. In a survey conducted by PricewaterhouseCoopers from February to April 
2004, one of the key findings is the need for project management certification among 
staff. With the participation of 200 organizations, the survey respondents revealed that 
certification does matter in project management as the benefits received from the 
certification is significantly higher that the risk the organizations face.85 The survey 
results also show that only 27% of the surveyed organizations do not have any type of 
certification. Organizational internal and PMI’s Project Management Professionals 
(PMP) certifications are most widely used, with the US and Europe having the highest 
levels of organizations with certified staff.   
As a summary, based on the project manager’ project management practices 
review above, the following statements can be derived:  
A project manager should have responsibility for decision making. 
A project manager should be responsible and accountable for project 
success and failure 
A project manager should delegate authority to the lowest level where the 
task can be performed effectively 
A project manager’s tasks should be clearly defined  
A project manager should be fully trained and have project management 
certification 
 
2.9 Project Management in Japan  
Project management is not completely a new topic in Japan although during 
the past four decades, it has been adopted mainly only in traditional fields such as 
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engineering and construction. Project management was first introduced into these 
industries in the early 1960s for building of modern refineries and petrochemical 
plants based on US technology to cater to the needs of Japan’s industry that 
experienced an economic boom after the Pacific war.86 As the production technology 
in Japan was imported from the US, project management was also brought in. 
However, project management practices followed no recognizable standards. Since 
then, due to the IT revolution in the mid 1990s, project management in Japan has 
expanded across many other industries such as the financial sectors, information 
systems industry, and manufacturing industry.  
Organizations strove to conquer the management of multiple projects of 
various natures across the organization, encompassing not only the basic project 
practice but also the corporate support required to optimize the process. For example, 
key processes such as project management were strengthened to meet the challenge of 
merging Sony Corp’s existing information system subsidiary Sony Information 
System Solutions Inc. with CIS Corporation in 2003.87 
According to Hiroshi Tanaka, the Senior National Vice President & Chief 
Operating Officer of JMPF (1999), the overall stage of maturity of the project 
management profession in Japan can be classified as being at the growing stage. This 
coincides with the finding by PMI that 60 percent of the Japan survey respondents 
anticipate the growing use of project management.88  
However, stages of development are dependent on the industry (Table 2.4).89  
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Table 2.4: The Project Management Profession Maturity Level in Japan 
Industry Stage of Maturity 
Engineering  
Construction 
Mature with more than 40 years of project management 
practices 
Manufacturing Project management practices newly introduced 
Information Technology Growing 
Public Services Project management methodology awareness is 
recognized only in some of the government offices such 
as Ministry of Construction and Ministry of 
International Trade and Industry (MITI) 
 
In addition, various associations focusing on project management activities 
have emerged in Japan to promote the profession. Despite being established in 
different periods, the objectives for all the associations are similar. The main goals for 
these associations are to create awareness about project management practices and to 
train more personnel in Japan to handle projects. 
The Engineering Advancement Association of Japan (ENAA) 90  was 
established in August 1978 as a non-profit organization dedicated to the promotion 
and capability enhancement of the Japanese engineering services and project industry. 
ENAA was the export agent for US know-how in project management, and aimed to 
impart knowledge and practices to Japanese corporations. ENAA carries out both 
industrial and professional project management initiatives. The cooperation between 
Japanese project managers and foreign project management consultants in November 
2001 has successfully led to the development of “A Guidebook of Project & Program 
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Management for Enterprise Innovation” (P2M) that recorded the methodologies of 
project and program management. The research and publication were funded by the 
Ministry of Economy, Trade and Industry (METI).  
The Japan Project Management Forum (JPMF)91 was a member-driven non-
profit organization for project management professionals and was founded in 
December 1998 as a division of the ENAA. Similar to ENAA, the association 
purposed to promote project management professionalism and establish a national 
center of excellence in project management in Japan. The Project Management 
Professionals Certification Centre (PMCC)92 was established in April 2002 to educate 
and train project management practitioners. PMCC tried to foster public recognition 
of project management applicable to management activities of various organizations 
from private to government sectors.  
In July 2005, the merger between PMCC and JPMF was officially approved 
by the committees of both organizations to form the Project Management Association 
of Japan (PMAJ) on October 5, 2005. PMAJ aims to educate and train project 
management practitioners as well as foster the public recognition of project 
management activities. 
Project management thereby gained a lot of interest in the latter half of the 
1990s. However, as Japanese organizations recognized that a change in management 
paradigm required additional cost and resources, only bigger organizations began to 
introduce the new concept organization-wide. In a survey conducted by Horiuchi and 
Seki in 2002 on 300 organizations in Japan, the authors found that only 44% of the 
125 organizations that responded to the survey understood the meaning of the term 
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project. Only 25.6% responded positively when asked about their understanding about 
the term “Project management”.93 While the percentage of organizations that truly 
understand the meaning of project management remains low, 54.4% of the 
respondents suggested the necessity to introduce project management methodology to 
their staff. As project management increasingly takes on an important role in Japanese 
businesses, education and training for project management practitioners is becoming 
more important. For example, through project training seminars conducted by Card 
and Financial Systems Business Group, TIS Inc in Tokyo, poor communication 
between project teams and project managers has been identified as a problem.94  
 
2.10 Project Management in Singapore 
In the early 1960s, the Singapore economy was hit with slow economic 
growth and the problem of high unemployment. To solve the problem, Singapore 
corporations, with the help of the government, embarked on systematic 
industrialization. Full employment was achieved in 1974, and the government 
continued to focus on the promotion of technology and the creation of knowledge-
intensive industries in Singapore. Singapore corporations with the help of the 
government have always been quick in propagating and introducing new management 
approaches. In addition, the Singaporean government has encouraged multinational 
corporations to play a large role in its economic development, multinational 
corporations bringing with them their own management styles.95  The adoption of 
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project management too is no exception. In Singapore, with many domestic 
corporations internationalizing and subsidiaries of multinational corporations taking 
on more independence and regional functions, capabilities to successfully manage 
projects have become increasingly important. 
The PMI Singapore Chapter has been actively promoting and creating 
awareness among the project management practitioners in the country. It was formally 
established in April 1, 1999 and currently there are 714 members registered as 
Singapore Chapter Members. 96  According to Alex Siow the President of PMI 
Singapore Charter during the Annual Symposium 2005 in Singapore on December 15, 
2005, the memberships for the Singapore Chapter has increased by 60% over the 
years. The increase signifies the strong value that organizations place on project 
management.97 A survey conducted by the PMI Malaysian Chapter revealed that as of 
September 2005, there were 715 qualified project management professionals in 
Singapore compared to only 128 in Malaysia. 98  Qualified professionals are 
individuals who have received official certification in project management from a 
recognized body such as PMI. Siow is also expecting the figure to grow further as 
there are about 15,000 project managers in Singapore.99 
Nevertheless, as project management has a short history in Singapore, it is not 
surprising that only a small number of projects are team-based. In a study conducted 
on new product development, two-third of the projects opted for traditional hierarchy 
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approaches. 100  In a hierarchical-based setting, a Singaporean project manager is 
expected to play an extensive role in decision making. With vested authority from top 
management, project managers in Singapore are able to draw in more capable people 
and keep them motivated. The finding of the study also supports importance of 
authority empowerment to the team to ensure greater success.101 An online survey 
conducted between February and April 2004, PricewaterhouseCoopers (PwC) 
reported that Singapore companies are doing a better job of managing projects than 
any others in the world.102 PwC found that Singapore-based companies registered a 
score of 2.9 out of 5 in project management maturity, defined as the level of 
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Chapter 3 – Japanese Management  
 
3.1 Introduction 
Using the economic development of Japan as the background, this chapter 
highlights the changes in Japanese business management since the end of World War 
II till now. The aim here is also to identify the managerial behavior of Japanese 
managers within Japan during the period. In addition, some comparisons with 
Singapore management will be made. This chapter will help to deepen understanding 
on differences between the Japanese and Singapore style of management. After this, 
attempts will be made to explain the incongruent project managers’ behavior in 
different countries when implementing new concepts such as project management. 
Hypotheses are then postulated based on the issues discussed. 
 
3.2 Its Evolvement and Current Status  
Despite the defeat and serious damages after the World War II, in the 
following decades, Japan’s economy grew more rapidly than the nations that won the 
war. Since the war, Japanese economic system and Japanese corporate management 
has been described as part of the unique Japanese design for fast growth that worked 
differently from established models of the Western political economy.103 104 The post-
war Japanese competitive strategy evolved from one of labor-intensive industries such 
as the textile industry from 1945, to capital-intensive scale economies in the 1960s to 
early 1970s. This enabled them to achieve higher productivity at a lower cost. The 
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Japanese economy continued to evolve from a focused factory to a flexible factory 
approach that resulted in lower total production cost than traditional factories in the 
late 1980s and 1990s. 105  The absorption of foreign technologies and continuous 
improvements has produced shorter life cycles, and has enabled the maintenance of 
quality consciousness.106   
The increasing success of Japanese organizations in the international market 
brought about a great deal of speculations and publications about what makes 
Japanese management so effective. 107  Japanese companies were praised for their 
management styles and production techniques. Their employees were admired for 
their good morale, cooperation, high quality, and hard work. Management aimed at 
achieving stable growth, and paid more attention to long term recognition of the social 
and economic needs of their employees and their families. Such a management 
system was able to provide employees with job security, promote strong corporate 
loyalty, motivate the employees, and facilitated the acceptance of rapid organizational 
and technological change. During the high growth period, excessive labor in the 
market was absorbed, and this has kept the unemployment rate low.  
However, double digit growth was brought to an end by the oil crisis in 1973. 
Although Japan was able to maintain a stable growth during the period, another crisis 
set in when the economy bubble burst in 1991. In addition, Japan faced yet another 
crisis during the latest Asian financial meltdown in 1997. As a result, the Japanese 
management practices have lost a great deal of their former luster. As the recession 
that began in the 1990s persists, and the gap between successful and floundering 
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organizations widens, Japanese organizations have been forced to address flaws in 
management systems. The crisis seems to have created the momentum for 
fundamental change in the Japanese economic system. Japan's human resources 
management system is being criticized more severely for its traditionalist approach, 
inflexibility, rigidity, and bureaucracy. The Japanese industrial structure is being 
forced to undergo painful and drastic restructuring. The failure to keep unemployment 
low and the collapse or merger of some large organizations has shaken the security 
and faith of Japanese employees. The increased globalization and the ageing 
workforce have further pushed forward the reform of Japanese management, as 
Japanese organizations attempt to introduce innovations in their management 
practices to meet new development challenges.  
In the following section, some of the Japanese management characteristics 
will be touched on along with a discussion of how characteristics have undergone 
change, and a review about their current status.   
 
3.3 Japanese Management Characteristics 
The description of Japanese management usually begins with references to the 
existence of seniority principles in regard to remuneration and advancement where 
employees are rewarded according to the length of employment rather than according 
to the experience or effort, internalized labor markets with lifetime employment 
commitments, and collaborative company unions, etc. These principles support, relate 
to, and are reinforced by a number of other well-known elements such as the 
organization of employees in teams, diffused responsibility for results, amorphous job 
descriptions, a focus on hiring fresh graduates, in-house training through on the job 
training and job rotation, and bottom-up decision making. The application of these 
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principles and elements also leads to organizations being largely male dominated, 
with only very few women being in leading positions. The various elements of the so-
called Japanese management system have been described as being highly integrated 
and interdependent, with changes in one element potentially affecting the workings of 
all other elements.108 109 However, it should be noted that these practices are used 
primarily by large organizations, although some medium and small-sized 
organizations in Japan may also employ them.  
Restructuring is underway, and significant impact has befallen especially the 
Japanese employment system that has served as the core element of the Japanese 
economic system. The lifetime employment pattern, the seniority based wages and 
extensive provision of fringe benefits have imposed considerable rigidities on the 
operations of Japanese organizations. While many voices continue to defend the 
importance of the Japanese employment system as an investment in organizations-
specific human capital, many others see the existing employment system being a 
hindrance to the change and creativity. Table 3.1 shows some of the characteristics in 
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Table 3.1: Characteristics of the Japanese Management System 
 Japanese Model New Trends in Japan 
Goals and Vision Long term growth and global 
vision 
Balancing multiple goals of 
stakeholders but respect for 
people has highest priority 
Organizational 
structure 
Organic organization with 
good interface between 
department 
Specialized career courses, 




Based on respect for people Employability and larger 
differentiation of wages and 
promotion 
Decision-making By consensus Initiative and consensus 
 
3.3.1 Japanese Organizations Focusing on Long Term Goals 
The Japanese organizations are more inclined towards an emphasis on long 
term goals, which is in contrast with their Western counterparts who are keener on 
short term profits.111  112  This is evident in the widespread practice of long term 
planning and investment in employee training as well as research and development 
activities to develop core competencies for the future.113 A clear difference in the 
attitude towards short term profitability by the American managers with regard to 
their Japanese counterparts was also shown in the study conducted by Doyle, 
Saunders and Wong.114  
 
3.3.2 Lifetime Employment in Japan 
The establishment of Japan’s lifetime employment system is due largely to an 
emphasis on in-house human resource development. Lifetime employment is usually 
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offered to full-time male employees. Employees in Japan are hired directly from high 
schools or universities, and are expected to stay with the company for a lifelong 
period. Upon joining the organization, they become members of what has sometimes 
been described as a “corporate family”, which will have to take care of them for their 
entire career. The practice of lifetime employment provided workers with a sense of 
security and identity. The provision of job security and the development of trust 
encourage the growth of the company, and allow it to withstand stronger competition. 
However, such an employment practice is not a contractual state.115 116 The Japanese 
labor law prohibits contracts from covering employment terms for more than a year 
and usually the employment period is not specified anywhere in the contract.117 
Nevertheless, there is a tacit agreement between the organization and the employee 
that he will be employed until he retires without the threat of being retrenched.  
Whittaker118 comparison of the workers between Japan and Britain revealed 
that Japanese employees have longer tenure of working with the same employer than 
employees in Britain. In the organizations, the employees will receive in-house 
training and gain the working knowledge through the job rotation system, and 
eventually work until they retire at official retirement age. The long term employment 
helps the organizations to train personnel, share information, and also develop the 
employee interest in the performance of the organization. As Japanese organizations 
place great emphasis on knowledge accumulation, retaining cumulative expertise and 
technologies within the organization can be materialized through lifetime employment. 
However, since the recession, the features of Japanese style management have 
been fundamentally re-examined, and the security of lifetime jobs has significantly 
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declined. Although the system is recognized to be conducive in accumulating 
employees’ skills, the qualities of these firm-specific skills are being challenged. The 
concept of lifetime employment is starting to take a back seat with the unemployment 
rate rising to 3.4% in 1996 and currently at 4.4%.119  However, according to the 
“Survey of Corporate Practices” conducted by the Economic Planning Agency in 
1997,120 traditional hiring guidelines such as lifetime employment is still the norm at 
the majority of Japanese organizations. It is expected though, that the practice will 
take a drastic turn in the future. (Refer to Figure 3.1) 
 
Figure 3.1: Current Hiring Policies and Directions for the Future  
 
 
Figure 3.1 shows current and preferred future hiring practices. Despite the 
preference for a more flexible hiring policy, many organizations still prefer hiring 
practices that are long term. According to the Labor Force Survey, the number of 
those employed long term has increased by 1.4 million from 1992 to 2001.121  
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3.3.3 Japanese Employees as Generalist 
A careful observation of the career path of Japanese managers leads to the 
understanding that they are normally generalists. Managers in Japan are recruited not 
to fill up specific position available within the recruiting organizations. In Japanese 
organizations, personnel are hired exclusively based on their characteristics and 
suitability to the organizational culture rather than the technical skills or academic 
knowledge that they have acquired in college. Personnel graduating from better 
colleges are also considered as better workers with better personalities. In other words, 
Japanese organizations pay little attention to the specific managerial skills one has, as 
such skills will be nurtured through in-house training. New employees enter the 
organizations as management trainees, and work up the corporate ladder. Therefore, 
occupational specialization is paid less attention than by in Singapore or the US. This 
also explains the practices of Japanese organizations not to issue detailed job 
descriptions to each employee. Job demarcations are less rigid. Job assignments are 
often more flexible when compared to Western style organizations that emphasize 
worker specialization.122  
Although these traditional practices have not changed in Japan, it is claimed 
that the generalist career profile is shifting. Many organizations in Japan have 
established specialized career paths for their employees.123 The specialized path is 
considered to be necessary due to the fact that technological knowledge is to be 
accumulated, and also because of the need to build up core competencies among the 
employees.  
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Levine 124  found that despite the proliferation of management personal, 
especially in the use of many staff assistants, the delegation of managerial authority is 
not widespread in Japan. However, Aoki125 claims that Japanese organizations have 
been practicing the delegation of work control to lower level staff since the mid 1960s 
and employees are encouraged to solve their problems by themselves if possible.  
 
3.3.4 Resistance to Mid-career Hiring 
Mid-career hiring does not happen as often as in western countries, although 
from time to time, Japanese organizations do recruit experienced personnel from other 
organizations.126 However, mid-career recruits were very often discriminated against 
in terms of pay, and their positions in the organizations.127  
Nevertheless, with a dearth of external career options, employees lack 
innovativeness and creativity in rejuvenating businesses. Job security obtainable by 
staying in the same organization for life has also impeded labor flexibility, and caused 
over-employment in the organizations. The hiring of well-trained employees provides 
opportunities for organizations to receive new ideas and accelerate internal structural 
change for survival. 128  Japanese companies, understanding this point and are 
beginning to hire mid-career employees. Younger employees are also equipped with 
up-to-date training, are more adaptable, and are considered to be more valuable than 
older employees whose skills and experiences may already be out-dated.129  
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3.3.5 Seniority-based Rewards 
While guaranteeing lifetime employment for their employees, Japanese 
organizations also use a seniority-based reward system to reduce the rate of 
resignations. However, it is also important to note that not all Japanese corporations in 
Japan adopt seniority systems. Generally, seniority systems are more entrenched in 
larger organizations. New employees are usually paid a standard base rate with no 
great difference between companies of different sizes. A position allowance is 
typically paid to employees holding formal supervisory posts in the firm.  
Japanese management's primary emphasis upon age and length of service in 
promotion and wages130 131 is under great pressure today. While seniority and years of 
service are still a component of wage/salary calculations, many Japanese 
organizations are making determined efforts to downplay the role of seniority. The 
amendment of the Japanese Commercial Code on stock options in 1997 provided an 
evidence of change in Japanese management practices. The change places more 
emphasis on a compensation system that is based on performance.  
In an article written by Benson and Debroux, 132  the authors found that 
organizations in Japan are increasingly adopting evaluation schemes to measure the 
performance of their employees. Mitsubishi is an example of a Japanese organization 
using performance based evaluation.133 Merit ratings nowadays are increasingly being 
used in conjunction with a seniority coefficient to calculate raises. 75% of Japanese 
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organizations are now administering pay by competency.134  Many companies are 
shifting to a policy that emphasizes more on meritorious criteria such as knowledge 
and skills, practical experience, contribution to productivity increases, and a sense of 
responsibility. Some have even pushed for a complete move away from the old 
concept, and for it to be replaced by a Western concept which is more performance-
oriented, although this suggestion has not been fully supported. For example, in 
Ornatowski’s study,135 the author observed that only about 10% of large Japanese 




3.3.6 Job Rotation  
Job rotation is valued as the best means of increasing the motivation of 
workers, improving their performance, and thus achieving better efficiency and 
productivity. The experience of rotation emphasizes the learning-teaching process.136 
It facilitates knowledge sharing among employees in the organization. Under this 
scheme, management trainees are expected to learn and acquire considerable expertise 
in a number of areas of the firm. Those identified as potential top management 
candidates are rotated through key departments on a regular schedule to increase the 
breadth of their knowledge and experience. Subsequently, in the following years, 
employees may be promoted after they have reached their service threshold. 
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3.3.7 Decision-making in Japan  
Keys and Miller 137  view the decision making process in Japan as an 
application of the US participative management. Japanese decision making is usually 
cast as participative and consensual, with both the top-down and bottom-up decision 
making processes working in parallel.138 While top management tactfully plants ideas 
among the decision initiators in the middle and lower management, the lower 
management initiates proposals to conceptualize these ideas and passes along the 
proposals through the hierarchy, acquiring official endorsement from the officials 
concerned. By the time the proposal is accepted at the top management, the president 
or chief executive bears the symbolic responsibility for all decisions. Discreetly, the 
Japanese organizations avert formal delegation of authority to lower management.139 
An advantage of this group consensus decision making process, called the ringi 
system, is the involvement of all parties concerned and the compromise as well as the 
obliteration of personal considerations for the purpose of achieving group ends.140 
Through this process, group consciousness is said to have been intensified, 
loyalties and cohesion among employees are strengthened. Most importantly, through 
this process, the responsibility for the outcome lies with the group rather than 
individual. 141  142  Japanese organizations rely on strong vertical bonds to foster 
commitment among employees. Chen143 posits that the infusion of many different 
individuals in the decision making process tends to reduce the danger of a decision 
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being manipulated by certain individuals, in Japan. In other words, it is inconceivable 
for Japanese managers to reach for any final decisions without consulting those who 
are involved in the entire decision making process. In addition, group decisions tend 
to be bolder than those made by individuals, and better represent a long-term view.144  
 
3.3.8 Male-dominant Workforce 
Japanese workplaces are dominated by men with women playing only 
supportive roles most of the time. Women who are employed as part-time employees 
are excluded from the bargaining practices. Besides holding on to trivial tasks in the 
organizations, most of the female workers are expected to leave their job when they 
get married, or deliver their first baby regardless of their educational background and 
contribution to the organizations. Since women often quit their jobs during periods of 
marriage, childbirth, and child rearing, the labor force ratio of women in their late 20s 
declines. At age 30 to 34, the participation rate for women in Japan is lowest due to 
the fact that Japanese women are at the age for marriage and childbirth in Japan.145 At 
age 60 to 64, the employees have reached their retirement age.  
In recent years, the numbers of women receiving higher education has also 
increased tremendously. In Japan, the numbers of females entering universities has 
increased from 244,006 (total students 1,344,358) in 1970 to 994,506 (total students 
2,509,374) in 2003.146 Nevertheless, in comparison to other countries like the US, 
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Germany, UK, Netherland and France, women’s participation rate in the labor force 
in Japan remains low.147 
Although it has become a norm for women to leave their job based on the 
above mentioned reasons in Japanese society, this pattern of employment will 
probably change in the future. Recently, many wives and mothers have continued to 
hold jobs through these personal changes. Further influencing the labor force ratio, 
women have begun delaying marriage and childbirth, and the ratio of unmarried 
women has increased. Above all, women with higher levels of education show a 
greater tendency towards continuing their jobs during marriage, childbirth, and child 
rearing than women with less education. In addition, women who have devoted 
themselves to matters at home such as childbirth and child rearing - primarily women 
in their 40’s - are increasingly returning to the full-time and part-time job markets 
(Figure 3.2).148  
 
Figure 3.2 Populations, Labor Force and Labor Force Participation Rate by 
Gender and Age in Japan 
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3.4 Management in Singapore 
As one of Asia’s most dynamic economies that has been consistently ranked 
as one of the most competitive nations in the world, Singapore is equipped with a 
world class infrastructure and a high standard of living that is comparable to 
developed countries such as the US. Compared to Japan, the management situation in 
Singapore is quite different. Singapore is strongly influenced by Western culture, 
principles, as well as administrative legacy because the country was once a British 
colony.149  Moreover, Singapore is home to hundreds of multinational companies 
from America, Japan, Germany, England, France and other parts of the world. 
Western principles have been reinforced through the intense presence of multinational 
corporations in Singapore that together with government-linked corporations, account 
for a large share of economic activity and employment. Pragmatic actions of 
absorbing new foreign ideas and practices have always been spearheaded by a 
government that has had a long history of government involvement in economic and 
manpower planning.150  
Singapore employees generally place emphasis on diligence, self-discipline 
and honesty. The emphasis on excellence has slowly transformed the country from a 
society that endorses group well-being to one that places emphasis on individual 
success.151 Groupism is not a norm in Singapore, where managers and workers are 
largely individualistic. 152  Decision making in Singapore is largely done on an 
individual basis, with individual managers taking responsibility for decisions.153 This 
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has enabled Singapore project teams to avoid the long timeline used for managerial 
decisions as compared to their Japanese counterparts. Employees in Singapore are 
also held accountable for their work. A survey conducted by Watson Wyatt 154 
reported that 72% of Singaporean employees state that they are held accountable for 
their work performance. 
Apart from the civil service, practices of life-time or long-term employment 
are uncommon. Companies are increasingly using restructuring and outsourcing as a 
tool to stay competitive, and as such, reserve the right to hire and fire. Many 
Singaporean companies seem to be of the belief that the longer a person remains in 
the same company the lesser he can contribute to his employer. Employees 
themselves regularly seek advancement, higher pay, and new knowledge and 
experience by switching employers. In this regard, they are supported by an 
environment that is characterized by fast economic growth, fast sectoral change, and 
the constant entry and exit of foreign companies. As a result, the proportion of 
Singapore employees who have worked for more than 10 years with their employers 
is only 29.5% for male, and 20.6% for female employees.155 According to statistics 
from the Labour Market Survey by the Ministry of Manpower of Singapore in 2004, 
the monthly resignation rate in Singapore was 2.2% while the employment rate was 
about 2.8%.156  
In Singapore, the employee’s salary increase is proportionate to his or her 
position in the organization. To get promoted, individual performance is essential. 
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Employees are evaluated with the Key Performance Indicator (KPI) set by their 
supervisors at the start of every year. In other words, seniority does not guarantee any 
employee any increment or promotion if their performance is not up to the 
expectations of employers.157 While job rotation is sometimes provided, employees 
are largely hired based on a specific set of skills required for the job. This also means 
that working experience is important in hiring decisions. For fresh graduates without 
job experience, academic background is used to determine their capabilities. Newly 
hired employees are provided with specific job descriptions and based on these, are 
trained internally and externally, and they are then expected to quickly contribute 
positively to the company and to their work. On-the-job training was reported as the 
most frequently used method to address organizational change needs in Singapore.158  
In Singapore, younger employees are preferred. According to a survey 
conducted by Public Service Division (PSD) on over 70 public-listed organizations, 
about 39% of the 110,500 public officers are above the age of 40. Just 17% are aged 
above 50 and barely 1% is above 60. Of new hirings, only 14% are aged above 40 and 
8.4% age above 50.159  
 Singapore shows a high participation rate of women in the economy with no 
apparent discrimination in management positions between men and women. In 
Singapore, the total number of female students is 50.87% of the total students enrolled 
into universities in 2004. 160  With the higher level of education, females are 
increasingly contributing to the country’s economy. In Singapore, the female labour 
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force participation rate climbed from 45% in 1990 to 50% in 2000. In addition, female 
who are economically active after marriage has increased from 1990 to 2000. 
According to the census investigation, the change is caused by full time mothers who 
upon reaching the age of 45 to 49 return to the work force when their children have 
become independent.161  
 
3.5 Hypotheses Development 
Building on the review of Japanese management above, indeed, the economic 
crisis experienced by Japan has led to new initiatives in management patterns.  Both 
the business and human resource management systems in Japan have gone through 
changes. However, although Japanese companies have been introducing changes, 
change has so far been relatively slow and largely incremental. Despite the gradual 
changes, the general outcome of these strategies is not yet clear and it has been argued 
that while there is a lot of potential for change, the Japanese employment system will 
keep many of its characteristics.162 163 Hence, the study on Japanese project managers’ 
practices will also reveal whether Japanese business society has been able to retain 
many of its old management characteristics despite the changes in the recent years.  
In the project environment, project tasks progress progressively, and 
decisions related to project’s outcome are to be determined quickly throughout the 
life cycle of any projects. In most organizations, project managers oversee and 
understand the project progress, enabling them to take up the responsibilities in 
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making decision on matters relating to technical, financial, and administrative 
matters of the project.164  In Japan, despite the fact that younger managers are 
becoming more proactive and continuously improving themselves in exchange for 
a chance for promotion, there is little evidence to prove that they are given the 
autonomy to make their own decisions. In other words, no study has reported the 
elimination of group consensus decision making in Japan. Personnel from all 
related departments are involved in the decision making process, and are kept 
informed of all relevant information. On the contrary, Singapore project managers 
are entrusted with the responsibility to make decisions relating to projects they 
handle. Accordingly, the following is proposed: 
 
Hypothesis 1: Decision Making: Decision making is more individualized in 
Singapore with the project manager playing an important role in the 
decision making process. The project team takes a larger role in decision 
making in Japan. 
  
The influence of increasing global business competition has caused Japanese 
organizations to alter their business management style, and to encourage their 
employees to take greater individual responsibilities for their undertakings. 165 
However, such changes have remained debatable as Japanese organizations rely much 
on shared goals and responsibilities among its employees in its business processes.166 
The spirit of working together as a group in Japanese organizations has thus continued 
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to influence individual accountability. In Singapore, emphasis on competition and 
work performance has made Singapore workers more focused on self achievement. 
Thus, 
 
Hypothesis 2: Accountability for project results: The project manager’s 
accountability in regard to the outcome of the project is higher in 
Singapore. 
 
Despite the fact that project managers should have greater authority over the 
projects they manage,167  Schein168  argues that managers should share power and 
control with their subordinates. With the empowerment of authority, project team 
members are given acknowledgement as being an important party in the team. In 
addition, team members develop strong ownership to the delegated tasks, and with 
such empowerment, their work can be more easily carried out in a complex project 
environment. However in Japan, authority tends to be held by the top management 
and lower level employees, who are usually the team members in the project team, are 
delegated with authority only to make decisions on operational issues.169  Therefore,  
 
Hypothesis 3: Authority delegation: Project managers in Singapore more 
often delegate authority to subordinates as compared to project managers 
in Japan. 
 
In Japan, selection for higher positions like managers and supervisors is based 
on seniority. Therefore, senior individuals can be expected to serve as project 
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managers in Japan. In comparison, the hierarchy in Singaporean companies is based 
on experience and the specialized training of individuals. Recruitment of external 
employees with the required qualifications and working experience is a norm. The 
appointment of such persons can be either on a permanent or a contract basis such as 
consultants. Therefore, the following hypotheses are postulated: 
 
Hypothesis 4: External project managers: Engaging qualified project 
managers/consultants from outside the organizations is more prevalent in 
Singapore. 
 
Hypothesis 5: Age: Age plays a larger role in the selection of project 
managers in Japan with project managers being of older age in Japanese 
organizations. 
 
Although both countries have experienced a surge in women’s participation in 
the labour force, men still dominate in Japan. It is therefore hypothesized that, 
 
Hypothesis 6: Gender differences: Gender differences play a larger role 
in the selection of project managers in Japan 
 
Companies in Singapore have detailed job descriptions to improve role clarity 
and reduce job conflict.170 Very little job descriptions exist in Japanese organizations, 
and much work is carried out on a team basis. It is therefore deduced that:  
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Hypothesis 7: Job descriptions: Tasks of project managers in Singapore 
are clearer defined than tasks of project managers in Japan. 
 
To stay competitive, the Singapore government considers education to be 
important.171 The high unemployment rate since 1998 has resulted in a higher skills 
requirement to stay competitive in the labour market. For human resource 
development, Japanese organizations have come to focus on in-house training and 
education. The expansion of existing businesses and development of new ones has 
been taking place mainly within the organization or the corporate group. Accordingly,   
 
Hypothesis 8: Project management certification: Certifiable project 
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Chapter 4 – Survey and Results Finding  
 
4.1 Introduction 
The first section of this chapter presents the methodology used to collect data 
from Japan and Singapore. The following section then presents the characteristics and 
demographic of the respondents and their organizations. Finally, the last part of this 
chapter covers findings from the survey, organized according to the hypotheses 
postulated in the previous chapter, 
 
4.2 Survey Questionnaire Design 
Till today, very little research has been conducted on project management in 
Japan and Singapore. In order to obtain a greater understanding of the Japanese and 
Singaporean project management situation, a quantitative questionnaire was used.  
The questionnaires itself was distributed both in English and in Japanese with 
similar content and consisted of 94 items. For survey questions that required 
subjective judgment, a four point Likert scale (i.e., from “Strongly Agree” to 
“Strongly Disagree”) was employed. In the following, results will be presented in an 
aggregated form, combining Agree and Strongly Agree on the one hand, and Disagree 
and Strongly disagree on the other hand. In addition, for each answer the mean was 
calculated to show the degree of differences. Appendix 1 provides the detailed 
breakdown of responses for each variable. For clarity, a pre-test was carried out with 
feedback sought from the two collaborating associations. 
The questionnaire is divided into five (5) sections, namely: 
Section A: Organizations and Participants’ Demographic  
Section B: Projects’ Information 
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Section C: Project Success Criteria 
Section D: Project Manager’s Selection  
Section E: Project Manager Best Practices 
In Section A (Organizations and Participants’ Demographic) 25 items 
were surveyed regarding the respondents’ organizations and personal information. 
The demographic data is used to profile the respondents and includes age, nationality, 
managerial level, position while running a project, and years of tenure with the 
current organization etc.  
Section B (Projects’ Information) and Section C (Project Success Criteria) 
consists of 13 sub-questions and 29 sub-questions respectively. The yes/no format 
together with Likert-style questions were used in these two portions. The sections 
provide an insight into the project-related activities undertaken by the respondents 
themselves and how respective project practitioners from both countries perceive the 
definition of project success.  
In Section D (Project Manager’s Selection) information on respondents’ 
definition of “project managers” and the criteria for selecting project managers in 
their respective companies was sought. In addition, questions relating to the 
appointment of project management consultants were also raised in this section. 
The last section in this survey questionnaire Section E (Project Manager 
Practices) raised questions on project management practices. The questions were 
divided into current project management practices by the project management 
practitioners as well as aspirations in regard to future developments. 
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4.3 Pilot Test 
Pilot testing is intended to identify errors in the design of the survey 
questionnaires. The results from this testing permits refinement before the final survey 
forms are handed out for data collection.172 
In this research, a pilot test for the English questionnaire was conducted before 
the actual data collection field work in Singapore. The pilot test identified 
redundancies and duplication in some of the questions that were subsequently deleted. 
The format of the questionnaire was also revamped according to feedback from pilot 
respondents in order to provide a more respondent friendly format (Refer to Appendix 
D). For Japan, the survey was translated into Japanese. Native Japanese speakers 
working in Singapore helped to proofread the survey questionnaire to avoid possible 
miscommunication (Refer to Appendix E). 
  For Japan, the pilot test was carried out with representatives from the project 
management organizations via email. Technical and terminology problems were 
found during the test. The problems were then immediately rectified by the researcher 
and subsequently the questionnaire retested. Inappropriate terminology was replaced 
by suitable wordings with advice from the Japan project management representatives.  
 
4.4 Sample and Data Collection 
According to Leedy and Ormrod, 173  sampling procedures depend on the 
purpose of the sampling. Project management is usually not a function that is formally 
and permanently located within the organization of a business corporation, and at the 
same time is still a growing field itself. As such it seemed impracticable to base the 
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study on a large scale survey of corporations by asking corporations first to locate and 
identify project managers and then to send out questionnaires. The alternative 
respondent selection method chosen for the survey was to adopt cluster sampling, 
where only project management practitioners were contacted through their 
professional associations. Professional associations in Japan and Singapore were 
contacted and their support was sought successfully.  
Data collection was carried out in three (3) phases: 
 
Phase 1 
This phase was targeted at project management practitioners who are members 
of the Project Management Institute (PMI)’s Singapore office. All respondents from 
this phase are based in Singapore. In order to access the practitioners in Singapore, 
permissions to administer the questionnaire during the Singapore PMI members’ night 
was sought, via email. Upon approval, 83 copies of questionnaires were disseminated 
to the attendees during one of their meetings with 38 copies returned on the spot (a 
return rate of 45%). Six of these returned forms however contained missing data and 
of these six forms, the researcher was only able to obtain the missing data from the 
relevant respondent for one, via email. A 39th copy of the form was administered to a 
PMI respondent via email who returned it the following day. Therefore, from 
Singapore, 33 sets of completed questionnaires provided the data for analysis.  
 
Phase 2 
For Japan, consent was sought from the organization’s Chairman prior to the 
survey (Refer to Appendix A). Questionnaires were distributed based on a mailing list 
to members of the supporting organization. A total of 26 sets of questionnaires out of 
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a total of 140 sets given out were returned. This gave a response rate of 18.57%. 
However, only 25 sets were used for the analysis as one set was incomplete. 
 
Phase 3 
The researcher attended the Project Management Seminar in Odaiba, Tokyo, 
and disseminated 47 questionnaires. Out of the 47 copies, 37 were completed and 
returned to the researcher. 35 sets were used in analysis of data as 2 were incomplete. 
Prior to administering the questionnaire survey, the objectives of the study were 
explained to the seminar participants in order to gain their understanding and support. 
 
4.5 Statistical Software and Method Used 
Upon checking for completeness and consistency in the returned 
questionnaires, the data was entered into a Statistical Package for Social Sciences 
(SPSS) database and the appropriate statistical analyses were conducted based on the 
study’s objectives. SPSS is a data management and analysis program used for data 
analysis. The program enables the performance of a variety of data analysis, as well as 
the creation of various graphical presentations of data. 
Gall, Borg and Gall 174  suggested that the statistical power increases with 
sample size.  The authors suggest that a response rate of 20% to 40% is fairly 
common in any survey research. Due to the small sample size obtained from the 
survey, analysis was done using descriptive statistics in SPSS. Standard deviations, 
means, mode, and percentile were used to explain the results.  
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4.6 Characteristics of Respondents  
The characteristics of survey respondents represent the differences with 
regards to the workforces in Japan and Singapore (Table 4.1). 
 
 
Table 4.1: Characteristics of Respondents in Japan and Singapore 
     Japan (%)   Singapore (%) 
(n=60)    (n=34) 
1)   Nationality     
Japanese     96.7          0.0 
Singaporean      0.0      47.1       
Chinese      3.3          0.0 
Indian        0.0      32.4     
Malaysian      0.0          8.8 
European      0.0          2.9 
Others         0.0      8.8 
 
2)   Age 
Less than 30 years      1.7        0.0 
Between 30 to 40 years              43.3      73.5 
Between 40 to 50 years             26.7      23.5 
Between 50 to 60 years             21.7       2.9 
Above 60 years     6.7          0.0 
 
3)  Position in company 
Senior Management              10.0       8.8 
Vice President      8.3        8.8 
Department Head              20.0       8.8 
Division Head               23.3               23.5 
Line Manager               18.3               29.4 
Executive               10.0                20.6 
Other                10.0               20.6 
 
4)   Number of years of project management experience 
Less than 3 years    8.3               14.7 
Between 3 to 10 years             41.7               64.7 
Between 10 to 20 years            41.7               17.6 
More than 20 years               8.3       2.9 
 
5)  Position held in project teams 
Senior Management             16.7        5.9 
Project Manager             51.7               73.5 
Functional Manager             10.0       5.9 
Project Coordinator             11.7       5.9 
Project Team member               5.0       2.9 
Other                 5.0        5.9 
_____________________________________________________________________  
All data entered are in percentages (%) and might not sum up to a total of 100% due to rounding errors  
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Looking at the nationality of respondents, in Japan about 96.7% were Japanese, 
with the rest being Chinese nationals. In contrast, the Singapore sample was very 
diverse with 47.1% of respondents being Singaporean, 32.4% Indian and the 
remaining respondents originating from Malaysia, Europe, and other countries. Age 
wise, for Japan, approximately 48.4% of respondents were above the age of 40 while 
43.4% were in their 30’s. None were in their twenties. In contrast, Singaporean 
project management practitioners who responded to the survey were younger, with 
respondents in their thirties accounting for 73.5%, and those above 40 years of age for 
26.4%. 
Due to differences in terminology, it is difficult to compare position of 
respondents within organizations. Still, it can be stated that the average Japanese 
respondent seems to be of a slightly higher rank than their Singaporean counterparts. 
Most of the project management practitioners surveyed had considerable experience 
in this area. For Japan, 41.7% of respondents reported that they had 3 to 10 years, and 
10 to 20 years of project management experience respectively. In Singapore, 64.7% of 
respondents reported 3 to 10 years of project management experience, and 17.6% 
about 10 to 20 years of experience. Asked about their usual role within projects, 
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4.7 Characteristics of Companies in Japan and Singapore 
 
 
Table 4.2: Characteristics of Companies in Japan and Singapore 
     Japan (%)   Singapore (%) 
(n=60)    (n=34)  
1)  Industry of respondents     
Construction    15.0        0.0 
Education      0.0         2.9 
Engineering    15.0      5.9 
Finance      1.7      0.0 
Government      1.7          0.0 
Healthcare      3.3        2.9 
IT     46.7      61.8   
Manufacturing     5.0         2.9 
Petrochemical      1.7         2.9 
Telecommunication     0.0    11.8 
Others     10.0                            8.8 
 
2)  Years of establishment 
Less than 10 years   21.7                  32.4 
10 to 25 years    21.7    29.4 
25 to 50 years    26.7              11.8 
More than 50 years   30.0      26.5 
 
3)  Number of employees in companies 
Below 100 people   31.7      26.5 
Between 100 to 500 people    8.3      20.6 
Between 500 to 1000 people    8.3      5.9 
Between 1000 to 5000 people 25.0     20.6 
More than 5000 people  26.7      26.5 
 
4)  Turnover of companies 
Less than US$50m   35.0     41.2 
Between US$50m to US$100m  1.7          8.8 
Between US$100m to US$1b  30.0      14.7 
Between US$1b to US$10b  21.7     11.8 
More than US$10b   11.7      23.5 
 
5)  Type of companies 
Locally Incorporated   79.7      47.1 
Joint venture      0.0         5.9 
Foreign owned   20.3     47.1 
_____________________________________________________________________
All data entered are in percentages (%) and might not sum up to a total of 100% due to rounding errors  
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As shown in the data in Table 4.2, the majority of respondents were working 
in the IT sector, 61.8% for Japan and 46.7% for Singapore. Looking at the age of 
organizations where the project management practitioners were employed, about 30% 
of Japanese respondents worked for companies that were established more than 50 
years ago. For Singapore, the figures are split between those working in companies 
with a relatively long tradition, and others that were around for only a relatively short 
time - 50 years and over 26.5%, less than 10 years 32.4%. With regards to the size 
and turnover of respondents’ companies there was a good distribution of smaller and 
larger companies. Finally, 79.7% of companies in Japan were locally incorporated, 
with foreign-owned organizations amounting to 20.3%. As stated earlier, in Singapore, 
multinational corporations play a large role, and this is also reflected in the sample 
with local and foreign-owned companies accounting for 47.1% respectively. 
 
4.8   Project Characteristics in Japan and Singapore 
Table 4.3 shows the responses of the project management practitioners 
surveyed regarding the quantitative characteristics of project management activities in 













Table 4.3: Project Characteristics in Japan and Singapore 
Japan(%) Singapore(%) 
       (n=60)  (n=34) 
1)  Average duration of projects     
Less than 6 months     11.7  11.8 
Between 6 to 12 months    43.3  53.9 
Between 12 to 24 months    25.0  32.4 
More than 24 months     20.0    2.9 
 
2)  Average size of projects (measure in US$) 
Less than US$500,000    27.1  36.4   
US$500,000 to US$1m    11.9  45.5 
US$1m to US$50m     49.2  18.2 
More than US$50m     11.9    0.0 
 
3) Number of projects per year 
Less than 5 projects     16.9  26.5 
10 to 15 projects     15.3  26.5 
15 to 20 projects       6.8    8.8   
More than 20 projects     61.0  38.2 
 
4) Average number of team members per project 
Less than 5 people     18.3  18.2 
5 to 10 people      18.3  42.4 
10 to 15 people     21.7  27.3 
More than 15 people     41.7  12.1 
________________________________________________________________________ 
All data entered are in percentages (%) and might not sum up to a total of 100% due to rounding errors  
 
 
In both countries, the duration of projects was largely similar, with the largest 
share of projects lasting between 6 to 12 months (43.3% in Japan and 53.9% in 
Singapore). Measured by their value, projects varied in size with those in Japan being 
of larger size than those in Singapore. The majority of projects in Japan (49.2%) are 
of a larger scale (US$1m to US$50m) (49.2%), whereas 81.9% of Singapore’s 
projects are below US$1m. Equally, projects in Japan seem to be more personnel 
intensive with 42.4% of Singapore respondents reporting that about 5 to 10 people 
were allocated per project, while 61 % of respondents from Japan reported that more 
than 15 employees were normally involved. 
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4.9 Project Success in Japan and Singapore 
Finally, respondents were asked for success rates of projects. In both countries, 
project management practitioners define project success as being able to fulfill 
objectives in three areas, namely, project duration, cost and performance, as well as 
achieving customer or stakeholder satisfaction. 175  Project managers from both 
countries reported that not all the projects that they were involved with were 
successful. Singaporean project management practitioners report a slightly higher rate 
of success than their Japanese counterparts (Table 4.4). 
 
Table 4.4: Project Success Rated by Respondents in Japan and Singapore 
 
Japan (%)   Singapore (%) 
  (n=60)         (n=34) 
Less than 20%      5.5              0.0 
Between 20 to 50%   21.8             8.8 
Between 50 to 70%   27.3          32.4 
Above 70%    40.0          50.0 
Exactly 100%      5.5             8.8 
_____________________________________________________________________





4.10 Hypotheses Findings 
Several hypotheses have been postulated in Chapter 3 based on the earlier 
overview of project manager’s practices in project management environment and 
management characteristics in Singapore and Japan. In the following section, the 
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findings on the hypotheses are to be discussed and detailed survey results can be 
referred from Appendix F & H. 
 
Hypothesis 1: Decision Making: Decision making is more 
individualized in Singapore with the project manager playing an 
important role in the decision making process. The project team 
takes a larger role in decision making in Japan. 
 
 





























            (Japan: Mean: 2.32 SD: 0.596   Singapore: Mean: 1.79 SD: 0.592) 
 
 
The first hypothesis suggested that Singapore managers have a higher degree 
of freedom and autonomy to make decisions. 91.2% of respondents in Singapore 
report that project managers should be granted autonomy to make decisions. In Japan, 
the majority of project managers (65%) also think that decision making should be 
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with the project managers, however a significant ratio of 35% of the respondents did 
not agree with this point (Figure 4.1).  
Accordingly the mean on the Likert scale for this factor was 1.79 for 
Singapore (SD: 0.592) and 2.32 for Japan (SD: 0.596). In line with this view, 53.5 % 
of Japanese respondents define a project manager as a coordinator with limited 
authority, while 75.8% of Singaporean respondents define a project manager as 
deriving his authority from empowerment by senior management (Table 4.5). 
 
Table 4.5: Definition of Project Managers 
 
Japan (%) Singapore (%) 
         (n=60) (n=34) 
A coordinator of project activities with No authority   
over anyone/departments impacted     6.8       0.0   
 
A coordinator of project activities with limited  
authority over anyone/departments impacted     53.5   24.2 
 
A manager of project activities with authority  
empowered by the senior management      37.3   75.8 
 
Other          0.0    3.4  
 
 
The second hypothesis dealt with accountability with regards to project 
outcome. Likewise, it was hypothesized that accountability in Singapore would be 
stronger than in Japan. Indeed 63.3% of Japanese respondents reported that project 
managers should not be held accountable for the outcome of the project. This was in 
stark contrast to Singapore, where 88.3% of respondents felt that project managers 
should be held accountable (Figure 4.2). The means for Japan and Singapore are 2.65 
(SD:0.777) and 1.88 (SD:0.686) respectively. 
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Hypothesis 2: Accountability for project results: The project 
manager’s accountability in regard to the outcome of the project is 
higher in Singapore. 
 


























                    (Japan: Mean: 2.65 SD: 0.777   Singapore: Mean: 1.88  SD: 0.686) 
 
The third hypothesis dealt with authority delegation, and also hypothesized 
that project managers in Singapore would delegate their authority to the lower levels 
of project team members. The results for Singapore show that 70.5% of the 
respondents supported the hypothesis. In Japan, despite 60% of the respondents 
indicating that Japanese project managers delegate their authority to the lower levels 
of project team members, a significantly high ratio of 40% think otherwise (Figure 
4.3).  
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Hypothesis 3: Authority delegation: Project managers in 
Singapore more often delegate authority to subordinates as 
compared to project managers in Japan. 
 
























                     (Japan: Mean: 2.38 SD: 0.640   Singapore: Mean: 2.12  SD: 0.686) 
 
 
Hypothesis 4 expected the engagement of qualified project managers from 
outside the organizations to be more frequent in Singapore. Indeed, the survey data 
supported the hypothesis. In Singapore, about 55.9% of the survey participants agreed 
that their companies do engage external project managers to help manage their 
projects. Only 22% of the Japanese respondents indicated that their companies are 
adopting the same practice. 78% of the Japanese organizations still prefer to only 
engage project managers from within their own companies (Figure 4.4).  
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Hypothesis 4: External project managers: Engaging qualified 
project managers/consultants from outside the organizations is 
more prevalent in Singapore. 
 





























Hypothesis 5 stated that age would be of higher importance in selecting 
project managers in Japan than in Singapore. Indeed, 70.6% of Singaporean 
respondents put the average age of project managers in their companies to be between 
30 to 39 years of age, while Japanese respondents saw most of their project managers 
aged between 40 to 49 years (50%). Means were 2.12 (SD: 0.537) for Singapore and 
2.84 (SD: 0.696) for Japan (Figure 4.5). 
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Hypothesis 5: Age: Age plays a larger role in the selection of 
project managers in Japan with project managers being of older 
age in Japanese organizations. 
 



















1 = Less than 30
years
2 = 30 to 39
years
3 = 40 to 49
years
4 = 50 to 59
years








   (Japan: Mean: 2.84 SD: 0.696   Singapore: Mean: 2.12 SD: 0.537) 
 
 
Hypothesis 6 dealt with gender differences, and hypothesized that men would 
be given priority in the selection as project managers in Japan while gender would 
play a lesser role in Singapore. Indeed, results for Japan show that male project 
managers are still the norm with 53.3% of companies using only men for this role. For 
Singapore, gender is to a lesser degree a concern in selecting project managers.  
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Hypothesis 6: Gender differences: Gender differences play a 
larger role in the selection of project managers in Japan 
 
























Hypothesis 7 expected an emphasis on clearly defined job descriptions to be 
more important for project manager in Singapore than in Japan. Again, survey results 
supported this assumption. In Singapore 88.3% of respondents reported job 
descriptions to be important, while the corresponding figure was only 51.7% for Japan. 
Means are 1.71 (SD: 0.676) for Singapore compared to 2.47 (SD: 0.791) for Japan. 
 
Hypothesis 7: Job descriptions: Job descriptions of project 
managers in Singapore are more clearly defined than job 
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                         (Japan: Mean: 2.47 SD: 0.791   Singapore: Mean: 1.71 SD: 0.676) 
 
Finally, hypothesis 8 also expected that the acquisition of project management 
certification would be more important for project managers in Singapore than in Japan. 
The survey results supported this assumption. While all Singaporean project 
practitioners who have not acquired a project management certificate are planning to 
do so, for Japan, only a relatively small percentage (5.9%) reported an intention to 
become certified, while 52.9% think that it is unlikely that they will go for 
certification. 
 
Hypothesis 8: Project management certification: Certifiable 























Most Likely Likely Unlikely






































                                                                          
  
77




This chapter begins with a discussion on the findings of the study and the 
possible reasons impeding the implementation of crucial elements from Western 
project management in Japan.  Findings suggest that project managers in Japan have 
not really departed from traditional management approaches. What project managers 
expect for the future is also covered. The chapter ends with a review of the limitations 
of the thesis and recommendations for further research. 
 
5.2 Research Questions Revisited  
In Japan, there has been a long history of taking foreign management 
techniques and adapting them to local needs. A case in point here is quality 
management. The technique was brought to Japan as a highly quantitative technique 
to be applied by specialized staff, but was heavily adapted afterwards. Qualitative and 
incremental elements were added, and the actual task of quality control was handed 
over to the actual worker in the production process and adapted to be performed in a 
team setting. 176  177  The success of this adaptation needs no further comment. 
Compared to quality control, project management is a much less studied area, and 
findings of this study represent an explorative step towards a comprehensive research 
program in this area.  
                                                
176
 Zhuang John, Yang, “The Japanese Approach to Quality Management - A Human Resource  
Perspective,“ Journal of Organizational Change Management 7 (3) (1994): 44-64. 
177
 Kakuro Amasaka, “Development of ‘Science TQM’ A New Principle of Quality Management:  
Effectiveness of Strategic Stratified Task Team at Toyota,” International Journal of Production 
Research 42 (17) (2004): 3691-3706. 
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In the study, the data collected from the Japanese project manager were 
compared against those data from Singaporean project managers. The results of the 
study show clear differences between Singapore and Japan regarding preferred project 
management practices. Differences were found in both how project managers behave 
while managing projects, as well as in how project managers are perceived by higher 
management, which was evident from the criteria used to appoint project managers. 
The findings also suggest a prevalence of features from traditional management 
practices in Japan, contradicting popular belief or claims that as of late, management 




From the study, the features of project management practices in Japan appear 
to include: 
 
• Collaborative decision making is far more common in Japanese project teams 
than in Singapore. 
Congruent with findings by Keys and Millers (refer to Section 3.3.7), this 
study showed Japanese management shunning individual responsibility for collective 
responsibility, proving the continuity of such a trend in the Japanese business 
management. The emphasis on collective responsibility fosters a convergence of goals 
between employees and management which is strengthened further by lifetime 
employment. 
 
• The project manager’s accountability with regards to the outcome of the project is 
far lower in Japan as compared to Singapore. 
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Despite reports that an increasing awareness of individual accountability was 
occurring in Japan, data from this study did not support these reports. Japanese project 
management practitioners in general did not seem to believe that project managers 
should be accountable for a project’s success. The deviation from the current 
literature could be explained by the social context of Japan, namely that Japan (and 
thus its corporate culture) is a homogeneity-loving society that cherishes harmony 
within their organization and maintains this harmony by an enforced homogeneity or 
“equality” of sorts. “The nail that sticks out will be hammered down” is an 
explanation used by society to express succinctly the importance of such homogeneity.  
Importantly, the education system (which is a key means of socialization to accepted 
norms of the wider community) lays the emphasis on learning as a group activity. The 
education system emphasizes cooperative behavior, group discipline, and conformity 
to standards. Instead of encouraging individuals to excel in their individual study, the 
system ensures that all members obtain the required level and standards. The sense of 
belonging unobtrusively to a group in Japanese society is still considered important, 
and trait of strong group consciousness has obstructed the adoption of benchmarked 
project management practices that might increase the success rates of projects.   
 
• The project manager in Japan is more reluctant to grant authority to team 
members. Project managers in Singapore are more willing to delegate authority 
to lower level members in order to make sure the projects progresses. 
The project management situation in Japan does not reflect the importance of 
empowering team member in managing projects. In contrast to claims by Singapore 
respondents that project managers in Singapore are leaders who receive empowerment 
from senior management, project managers in Japan seem to be regarded primarily as 
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coordinators who coordinate projects. The role of coordinator does not come with full 
authority and thus, empowerment to them is logically restricted.  
 
• Project managers are recruited internally in Japan. External recruitment 
involving experienced project managers or professional consultants is much rarer 
in Japan than in Singapore  
The hiring of external professionals to manage organizations’ businesses is 
proven to be not a norm in Japanese organizations.  Internal staff continues to be 
given the priority when appointing project managers in Japan as compared to 
Singapore, which usually appoints personnel with needed experience, regardless 
internally or externally from job market.  
 
• Age plays a larger role in the selection of project managers in Japan with project 
managers being older in Japanese organizations. 
While the findings show no relationship between age and project manager’s 
appointment in Singapore, there is strong evidence showing the preference for older 
managers to be appointed as project managers in Japan. This is probably associated 
with the Japanese practice of rotating employees from department to department. 
Under such a system, age is an indicator of the experiences accumulated by an 
employee via job rotation. 
 
• Gender differences play a larger role in the selection of project managers in 
Japan, where most managers are male. In contrast, Singapore has a more or less 
even distribution of male and female project managers.   
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Despite developments in the Japanese government’s approach to gender issues 
were observed in the mid of 1990s,178 in which powerful politicians named gender 
equality as a precondition to getting the economy out of recession, the results in this 
study show that gender still play a large role in the selection of project managers in 
Japan. Most of the organizations in Japan prefer project managers to be male. 
Although there have been some organizations that claim to have a mixture of male 
and female employees being appointed as project managers, many respondents 
claimed that their organizations give priority to male employees. This is consistent 
with the fact that in practice, the Japanese employment structure is gender-segmented, 
with women lacking parity with their male colleagues. Despite the higher level of 
education obtained, female recruits are generally denied placement in the 
organizations' managerial track, and are instead given clerical positions. In 1998, only 
9.2% of women held managerial track positions, primarily in lower management, and 
over half of the Japanese organizations reported that they did not even consider 
women for such positions.179  
 
• Job descriptions of project managers in Singapore are more clearly defined than 
job descriptions of project managers in Japan. 
Clearly defined job descriptions provide project managers with the scope of 
their responsibilities and define their power base. Such a mandate from management 
enables project managers to carry out their work easily. Nevertheless, the practice of 
providing clear job descriptions to the role of project manager seems to be 
progressing rather slowly in Japan. The role of project managers in Japan as mere 
                                                
178
 Mari Osawa, “Government Approaches to Gender Equality in the mid 1990s,” Social Science Japan 
Journal 3 (1) (2000): 3-4. 
179
 Bureau of International Labor Affairs, “Foreign Labor Trend – Japan”, retrieved from U.S. 
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coordinators with limited authority could be accounted for by the omission of a 
formal job description for project managers in Japan.  
 
• Project management skills certification is less important in Japan 
Responses to the survey show that Japanese employees who were trained 
under job-rotation system tend to perceive this manner of in-house training as 
sufficient for becoming competent project managers. Unsurprisingly, dedicated 
project management training is considered unimportant by project managers in 
Japan. Until October 2005, only one Project Manager Registered (PMR) 
certification examination was held in Japan, with 24 certified from 30 examinees.180 
This is in strong contrast with the managerial environment in Singapore, where 
certification is highly valued. With the scarcity of certified project managers within 
organizations, it seems natural that the people with the most knowledge about the 
organization, this knowledge being reflected by their seniority in age, are selected to 
lead projects.   
In summary, the adoption of Western management practices is particularly 
complex for countries that operate under very different socio-cultural norms. The 
actual outcome of the transfer process also depends on the relative openness or 
receptiveness of systems of established practices in the recipient country. In Japan, 
while some contemporary trends represent a shift from past practices, there are still 
fundamental elements in Japanese management practices that remain steadfast. In 
short, even practices that have proven effective in one country may not be replicable 
in another for many reasons. 
                                                
180Project Management Professionals Certification Centre, accessed 29 December, 2005. 
                                                                          
  
83
One of the possible reasons explaining the results of this study might be the 
hesitance of project managers in Japan to implement change. de Jager181 claimed that 
change itself is a simple process and it occurs with the old being replaced by the new. 
However, the implementation of change can be rather difficult. In their study, Wargin 
and Dobiey182 state that one of the reasons that people resist change is due to the lack 
of proper skills to perform the tasks and uncertainties about the benefits that can be 
gained from the new technologies. This finding might be relevant in Japan, because as 
mentioned previously, project management training in a form akin to Western models 
is virtually non-existent. The development of dedicated project management in Japan 
is very new, and study of management practices by Japanese practitioners has only 
just begun within the last decade.  In addition to lack of professional competence, 
reluctance to implement changes might be related to ideological and emotional 
commitments to traditional management practices. An example of ideological and 
emotional commitments in play would be the need felt by Japanese team members to 
not stand out but contribute in a collaborative way, discussed earlier in this paper.   
Furthermore, the lack of proper education in project management has also 
hindered development in the Japanese understanding of project management, who still 
largely perceive project managers as coordinators of work. A search on the Internet 
has managed to identify only various short courses and workshops offered by some 
universities such as Temple University, Japan campus, and project management 
associations in Japan. In Singapore, however, various academic courses on project 
management have been offered to educate future workers with knowledge of project 
management. For example, full time Bachelor of Science in Project and Facilities 
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Management and Master of Science in Project Management courses are offered by the 
National University of Singapore. As a result of the lack of proper education on 
project management, project managers in Japan often misunderstand the “big picture” 
about the concept and their roles. As such, they do not understand how the application 
of new concepts changes the way business is done and how processes are executed. 
They do not see the necessity or benefits of performing their jobs differently from 
traditional practice. 183  Moreover, different priorities given by different project 
managers have also significantly influenced the way projects are being managed. 
 
5.4 Project Managers’ Expectation Moving Forward 
With the revelations of the current state of project manager’s project 
management practices in Japan, some crucial questions have to be given a serious 
consideration. Are the Japanese project managers comfortable with their current 
position, or would they prefer project management in Japan to resemble that in other 
countries? What areas are they dissatisfied with, and what expectations do they have?  
To investigate these issues further, respondents were also asked about their 
satisfaction with current project management practices. Respondents from Japan and 
Singapore were asked to evaluate the current state of project management practices in 
their organizations with regards to several items, and also for their wishes with 
regards to the future development of the same items (Figures 5.1). The results 
indicated that project management practitioners were not satisfied with a number of 
points in both countries. While there might be a certain bias in answers due to the 
selection of managers as respondents who participate in professional development 
activities, and are therefore quite aware of prescribed project management practices, 
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the issues that managers from the two countries were dissatisfied with still differed 
quite distinctively. Japanese managers were dissatisfied to a higher degree with a 
larger number of issues.    
 
 
















































































Mean figures correspond to the 4 scales:  1 = Strongly Agree, 2 = Agree, 3 = Disagree, 4 = Strongly 
Disagree  
 
Looking at the different items, Japanese project management practitioners 
want to see project managers play a more significant leadership role in handling 
projects. Rather than just being a coordinator who coordinates activities within the 
project, they want to see more authority given to project managers in project related 
decisions. Along with the need to secure decision making power for project managers, 
project management practitioners in Japan also indicate that a clearer definition of the 
role of project managers is needed, and that this should also include higher level of 
responsibility.  
Although team work is normally seen as the strength of Japanese 
organizations, project managers still wish to have more involvement in the selection 
of team members, to guide members more, and also to maintain closer relationships 
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with team members. One possible explanation for these demands would be changes in 
the attitude of Japanese employees. For example, Watanabe184 points out that the 
relationships among employees have lost some of their closeness. Another 
explanation in this regard would, however, be that project teams are normally 
comprised of members who usually continue to work for their original sections and 
departments, which can lead to conflict or tension between their operational and 
project-based tasks. More authority given to project managers would enable project 
managers to help their team managers resolve such conflicts in favor of the project. 
There have been studies that show strong intersectional competition and boundaries in 
Japanese organizations. Granting the project manager more authority is likely to 
enable him to establish relationships with the team members that would supersede 
these section or department-based consciousnesses.  
 




















































































Mean figures correspond to the four scales:  1 = Strongly Agree, 2 = Agree, 3 = Disagree, 4 = Strongly 
Disagree  
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For Singapore, reality and expectations are closer to each other. Interestingly 
while Japanese project management practitioners want to see a larger role for project 
managers, Singaporean project management practitioners want a somewhat reduced 
role with a lesser degree of responsibility, and to have project managers as less of a 
factor in the overall success of projects. The last point might be interpreted as an 
indication of a possible direction of change in management practices.  
The results above have shown a significant degree of desire for Japanese 
project managers to function as real leaders in a project environment. Despite the fact 
that the current situation has been conservative, where much of the old management 
practices remain, Japanese managers do see a need to act more independently in the 
future.  
(Refer to Appendix F to H for the breakdown for Singaporean and Japanese 
project managers’ current experience and their expectations in the future, including 
other elements that are not discussed in the above discussion. The data in these 
appendixes are displayed in the form of percentile and mean.) 
 
5.5 Implications and Recommendation for Future Research 
An implication of the present study is the need to properly educate 
organizations in project management concepts. Knowledge about project management 
should not be confined only to the project managers, but to the entire organization 
because employees are one of the resources in any project. Hence, organizational-
wide project management training courses should be offered to all employees with 
various levels depending on their rank and involvement in projects. Apart from that, 
the roles and authority of project managers which are important factors in affecting 
project performance should be clearly listed and communicated to them by senior 
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management. This level of transparency would help project managers to gain the 
confidence of their team members, and serves as a direction for project managers in 
their work. Also, senior management have a key responsibility to ensure that project 
managers are given the power to execute their jobs; mandate from higher management 
should grant the project managers liberty to give instruction or counsel to team 
members as and when they see fit, for streamlined running of the projects.  
For future research, looking at the implementation of project management in 
Singapore and Japan has shown the importance of organizational culture and heritage 
in the implementation of new managerial techniques. Moving forward, it would be 
interesting to look at the situation in other countries especially that of the US, which 
through publications as well as its professional associations, has had a strong 
influence in Japan as well as in Singapore in shaping the understanding of project 
management practitioners. Future research could also explore whether the 




In looking at the findings of the study, the following limitations need to be 
mentioned. It needs to be stated that this study was just a first explorative step in the 
direction of a better understanding in the differences in project management in Japan 
and Singapore. With project management not yet fully established and difficult to 
locate within companies, the survey had to be conducted through associations with a 
small number of respondents who were biased in the sense that belonging to 
professional bodies; they might be counted as being more active and critical among 
their peers. Moreover, response bias could affect the survey results if the respondents 
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answer the questions in the way they think the authors want them to answer, rather 
than according to their true beliefs while non response bias may occur when samples 
who are significantly different from the respondents who do not respond. However, in 
this study the biases may not have posed a serious impact as the high response rate of 
this study with Japan (74.47%) and Singapore (45%) are able to mitigate the non 
response bias. The assurance of confidentiality of the responses and the anonymity of 
the responses maintained were able to divert possible responses bias. 
The Japan and Singapore samples for this study comprised of project 
management practitioners who are members of the project management associations 
in their respective countries. Although the samples are considered to be actively 
involved in project management in their own organizations, they may not be 
representative of the population of project management professionals in both 
countries. In addition to this, not all members from these two associations were 
contactable for the survey. This has further decreased the total potential figures for 
conducting the survey.  
Next, the variables investigated in this study are not meant to be exhaustive. 
For example, gender, the decision making authority, and other factors used in this 
study to compare project management implementation in both countries are only 
several possible variables to test for differences or any similarities between the two 
countries. A lengthy questionnaire is likely to make the questionnaire more difficult to 
answer as it requires a longer time to complete the whole set of questionnaire. These 
constraints led to the limited number of variables used for this study. 
As the sample size used in this research is not particularly large, it hindered 
the use of statistical methods in analyzing the data. Therefore, only a descriptive 
statistical method was used to present the results.  




The 1990s have brought changes in how Japanese business management is 
viewed. While concrete changes have been slow, Japan’s business practitioners are re-
evaluating their system in light of the economic bubble bursting. There has been a 
growing awareness among the Japanese that there are limitations to their management 
system in a rapidly changing world. With the implementation of project management 
concepts from the West, its aims are to enhance business strategies by cutting down 
cost and achieving greater success in business development. Nevertheless, can this 
concept be adopted with all its tried and proven features in a country with a different 
background? This study examined the adoptability of project management practices in 
Japan.  
This study investigated project management practices differences in 
implementing project management by project managers in two different countries, 
Japan and Singapore, based on a survey questionnaire of project management 
practitioners. It was hypothesized that the adoption of new Western project 
management methods is implemented differently across all countries. Two countries 
of different backgrounds have been used to conduct this study. The study showed 
differences in results for project management practices by project managers in 
Singapore and Japan. The study thereby concludes that different management 
practices influence the way project management is implemented. Differences were 
found with regards to the role of the project manager in decision making, staff 
empowerment, and accountability, with Japanese managers being largely coordinators 
while Singaporean managers assumed higher levels of responsibilities. Looking at 
characteristics of project managers also showed differences in age and gender with 
male and older managers dominating in Japan as well as their averseness to proper 
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project management training. From the study, the findings also revealed the existence 
of hesitation among Japanese organizations in recruiting employees externally to 
manage their businesses.   
In conclusion, despite the rapidly moving global market forcing organizations 
to use every possible means to maintain their competitiveness, reservations have been 
observed in the introduction of new ways or concepts into an organization. This study 
has supported the notion that the process of change in human values and behaviors 
does not happen instantly. Apart from this, organizational culture as well as path 
dependency seems to have influenced the introduction of project management in both 
countries. The discussion has shown, however, that currently project practitioners in 
Japan as well as in Singapore want changes in project management practices with 
Japanese managers being stronger in their demands. In many ways they want to 
overcome the legacies of their previous management systems and thereby want to 
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Japan Project Management Forum  
〒105-0003  
東京都港区西新橋 1 丁目 4 番 6 号 
Tokyo Japan 
 
Japan Project Management Survey 
 
Dear Mr Tanaka, 
I am a researcher at the National University of Singapore (NUS) and my area 
of research is “Project Management in Japan”. Since this topic has not been widely 
researched so far, gathering own empirical information pertaining to project 
management in Japan seems to be necessary. I have therefore designed a survey that I 
would like to distribute to professionals involved in the area of project management in 
Japan. While my focus is on Japan I am also currently exploring the possibility of 
having a similar survey in Singapore. Based on my research I expect findings that will 
not only be interesting for an academic purpose but also for the members of your 
association.  
I would therefore like to seek you kind assistance in the survey by allowing 
me to send my survey to the members of the Japanese Project Management Forum 
(JPMF). I have been impressed by your activities that have brought together a strong 
member base. I therefore think that your organization is the most suitable channel for 
me to conduct my survey. 
In surveying the members of your organization I would abide to the following 
terms and conditions.  
1. Purpose of Information Gathering 
The information gathered from JPMF respondents will be used in an academic 
context, e.g. for writing my thesis and in conference and academic journal 
papers. 
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2. Disclosure of the Information Gathered 
i)  All information collected will only be used for the thesis and conference 
papers and academic journal articles.  
ii)  The information is revealed in the form of statistics in an aggregated 
format. Data from single respondents will not be disclosed. 
iii) Information relating to the name of respondents and name of companies 
will not be revealed in any form to ensure highest confidentiality. 
3. Copyrights matter 
The copyright for the information will jointly be owned by NUS and JPMF. 
The data is to be stored in PDF format to ensure protection. 
4. JPMF Quarterly Newsletter 
The researcher will provide an article for the JPMF Quarterly Newsletter upon 
completion of data analysis. 
5. Acknowledgement 
If wished for by JPMF the researcher will acknowledge the support by JPMF 
in any publication resulting from this research. 
 
Please find attached a set of the Survey Questionnaires for your perusal. I am 
of course happy to answer any queries from you in regard to the survey content as 
well as the survey method. 
 




Yvonne Lim Yin Chum 
Research Scholar 
National University of Singapore 
Department of Japanese Studies 
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Appendix B – Survey Cover Letter (English version) 
 
A Survey on Project Management Best Practices in Japanese Organizations 
 
Dear Project Management Practitioners, 
 
I am a researcher from National University of Singapore and I would like to 
seek your assistance in answering some of the survey questions on project manager 
practices in the project management environment. Your participation is highly 
appreciated and will contribute to further study of the project management 
environment in Singapore as well as in international comparison. 
The enclosed Questionnaire should take approximately 10 to 15 minutes to 
complete. Please be assured that your response to this survey will be anonymous and 
confidential. Please do not identify yourself by writing your name on the completed 
survey form so that the integrity of the data collected would be protected 
I would appreciate if you could return the questionnaire no later than the end 
of today’s event. However, if you prefer to mail the form, please keep the researcher 
informed or email to yclim@nus.edu.sg and a self –addressed and stamped envelope 
will be given to you.   
Thank you for your participation in this important survey. Please do not 




Yvonne Lim Yin Chum 
Research Scholar 
National University of Singapore 
Department of Japanese Studies 
AS4 Level 3 
9 Arts link 
Singapore 117570 
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Yvonne Lim Yin Chum 
Research Scholar 
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Appendix D – Survey Questionnaire (English version) 
Section A: Company and Participants’ Demographic  
 
Ai. About the company 
 
A1: Your company belongs to ______________industry: 
  
 Automobile       Construction   
 Education       Engineering  
 Finance       Government 
 Healthcare       Information Technology 
 Manufacturing      Petrochemical 
 Telecommunication   
 Other services, please specify _______________________________________________ 
 
 
A2: The number of employees in your company: 
 
 Less than 100 people      100 to 500 people 
 500 to 1000 people      1000 to 5000 people 
 More than 5000 people 
 
 
A3: Your company has established for: 
 
 Less than 10 years      10 to 25 years 
 25 to 50 years      More than 50 years 
 
 
A4: The annual turnover of your company: 
 
 Less than US$50 million      US$50 million to US$100 million 
 US$100 million to US$1 billion    US$1 billion to US$10 billion  
 More than US$10 billion 
 
 
A5: Your company is: 
 
 Locally incorporated 
 Joint venture  
 Foreign owned  
 
 
Aii. Participants’ Demographic 
 
A6: Your nationality:  
 
 Singaporean       Malaysian 
 Chinese       Indian 
 Japanese       American 
 European       Others, please specify _________ 
 
 




A7: Your age: 
 
 Less than 30 years old     30 to 40 years old 
 40 to 50 years old      50 to 60 years old 
 More than 60 years old 
 
 
A8:  Your position in the company is: 
 
 Senior Management (CEO and President)   Vice President  
 Department Head      Division Head 
 Line Manager      Executive 
 Others, please specify_______________________________________________________ 
 
 
A9: The number of years of project management experience you have:  
 
 Less than 3 years      3 to 10 years 
 10 to 20 years      More than 20 years 
 
 
A10: The position that you hold in the project: 
 
  Senior Management       Project Manager (Project Leader) 
  Functional Manager       Project Coordinator 
  Project Team Member 
  Others, please specify_______________________________________________________ 
 
 
A11:  Do you hold any project management certification? If no, please proceed to A12: 
 
  Yes         No 
 
 
A12: If you answer for Question A11 NO, do you intend to sit for the project management 
skills certification: 
 
  Most Likely  
  Likely   






Section B: Projects’ Information 
 
B1:  The average duration for projects in your company: 
 
 Less than 6 month   
 6 month and 12 months 
 12 months and 24 months  
  More than 24 months 




B2: The average size of your company’s projects:  
 
 Less than US$500 thousand   
 US$500 thousand to US$1 million 
 US$1 million to US$50 million  
 More than US$50 million 
 
 
B3: How many projects take place yearly in your company: 
 
 Less than 5 projects      10 to 15 projects 
 15 to 20 projects      More than 20 projects 
 
 
B4: The average total of members allocated in a project team: 
 
  Less than 5 people       5 to 10 people 
  10 to 15 people       More than 15 people 
 
 
B5: You would define your company’s project organization as: 
 
  Pure Functional where project manager, if any, has no authority to direct anyone other 
than those reporting to his/her superior and functions merely as a focal point of 
communication 
  Weak Matrix where project manager is the focal point of control but did not actively 
direct the work of others 
  Strong Matrix or Partially Projectized where project manager is the focal point of 
control and  he/she has some personnel reporting to him/her. Other project team members 
locate administratively in other departments  
  Projectized where project manager has most of the crucial members under his/her team 




B6: Please answer “Yes” or “No” to the following questions:  
 
No Questions  Yes No 
a Your company sets up Project Management Office (PMO) for 
projects 
  
b Your company often appoints external project consultants   
c The senior management in your company supports project 
management methodology 
  
d The senior management appoints a project manager to oversee 
the projects 
  
e The senior management attends the project status meetings   
f The senior management provides resources when necessary   
g The senior management  allocates budget for continuous project 
management training 
  
h Others, please specify ________________________________    




Section C: Project Success Criteria 
 
 
C1: As a project management practitioner, you would interpret project goals achievement 
as： 
 
  Meeting the initial objectives, budget and timeline 
  Meeting the abovementioned as well as customer satisfaction 
  Accomplished the projects with lesson learnt that are useful for future project 
  Successfully developed a new system or products 




C2: The percentage of projects being successfully completed in your company: 
 
  Less than 20%       20% to 50% 
  50% to 70%        More than 70% 
  Exactly 100% 
 
 
C3:  Do you think that the following factors are important for project success: 
 
No Questions Extremely 
Important 
Important Not Very 
Important 
Not At All 
Important 
a Strong support from the senior 
management 
    
b Skillful project managers being 
assigned to the projects 
    
c The commitment from all parties 
impacted the projects 
    
d The use of proper project 
management methodology and tools  
    
e Project manager should be working 
full time on assigned project 
    
f Project manager committed to 
established schedules  
    
g Project manager committed to 
established budget 
    
h Project manager committed to 
technical performance goal 
    
i Project team members are properly 
trained 
    
j Project team participation in 
determining schedules and budgets 
    
k Others, please specify 
__________________ 
    








C4: How do you think the following factors would have contributed to project failure: 
 








a Lack of senior management support     
b Lack of commitment from other 
functional departments 
    
c Lack of project management skills 
by project managers 
    
d Lack of project manager that is 
empowered with authority to 
manage the projects 
    
e Lack of money and technology to 
perform the projects 
    
f Lack of manpower/human 
resources 
    
g Lack of communications about the 
project objectives 
    
h Lack of proper methodology in 
executing the projects 
    
i No project manager/project 
manager with no or little authority 
is appointed to the project 
    
j Project manager is not involve in 
the process of determining project 
timeline and budget 
    
k Project manager has no authority to 
make decision 
    
l Project manager lack of human 
skills 
    
m Project manager lack of technical 
skills 
    
n Lack of project team participation 
in decision making 
    
o Others, please specify 
__________________________ 
    
 
 
C5: Usually failed projects happened in the _______ phase in your company: 
 
 Conceptualization phase – Initial phase where project specifications and requirements are 
being determined 
 Planning phase - Planning activities such as Work Breakdown Structure (WBS), 
scheduling, budgeting and allocation of resources take place during this phase 
 Execution phase - The activities involved in this stage are the “actual” tasks to achieve the 
goals of the project. 
 Termination - Project close out and resources are to be reassigned with other assignments 
or returned to original work unit 
 Not applicable 
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Section D : Project Manager’s Selection  
 
 
D1: You would define the project manager in your company as:  
 
  A coordinator of project activities with No authority over anyone/departments impacted 
  A coordinator of project activities with limited authority over anyone/departments 
impacted 
  A manager of project events with authority empowered by the senior management 
  Other, please specify______________________________________________________ 
 
D2:  Project Managers are usually appointed by: 
 
  Board of Director 
  Senior Management 
  Project Committee 
  Head of Division 
  Others, please 
specify____________________________________________________________ 
 
D3: The gender of project managers in your company: 
 
  Male 
  Female 
  Both male and female 
 
D4: How do you agree with the following being the project managers’ selection practices  
in your company: 
 
No Questions Strongly 
Agree 
Agree Disagree Strongly 
Disagree 
a Project manager is appointed for 
every project 
    
b The project managers are selected 
from the start of project  
    
c The project manager is on full time 
basis 
    
d The consideration(s) of appointing project managers in your company are: 
e No specific requirements      
f Tertiary education qualifications are 
not required  
    
g Project Management qualification 
are not required  
    
h Experience in handling projects are 
not required  
    
i Length of years with the company 
is not important  
    
j Exposure to job rotation in the 
company is not required  
    
k Others, please 
specify______________________ 
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D5: The average age for a project manager in your company: 
 
   Less than 30 years       30 to 39 years 
   40 to 49 years       50 to 59 years 
   Above 60 years 
 
 
D6: The project managers in your company are well equipped with the necessary project 
management skills: 
 
 Don’t know     
 Yes, fully equipped 
 Yes, but more training is required 
 No and don’t think any training is required 
 No but think training is required 
 
 
D7:  Do your company engages external experience project managers to manage projects: 
 
 Yes        No 
 
 
D8:  If external project managers are engaged, he/she is employed as: 
  
   Permanent        Temporary to permanent 
   Project basis       Not applicable   
 
 
D9:  Do you think the appointment of external project managers contributes positively to 
the projects: 
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Section E: Project Manager Best Practices 
 
E1:  Please answer the following questions based on your experience in your company: 
 






a The roles of project managers are being 
clearly defined 
    
b Project managers are important for project 
success 
    
c Project managers involve from the start of 
project until close out 
    
d Project managers are fully accountable to 
project failure 
    
e Project managers are allowed to make 
decision based on own discretion after 
gathering important information 
    
f Project managers do consult project teams 
before making decision 
    
g Project managers are allowed to select 
team members 
    
h Project managers understand the project 
objectives/goals well 
    
i Project managers always guide the 
members to achieve the goals 
    
j Project managers usually maintain close 
relationships with the team members 
    
k Project managers delegate authority to the 
lowest level project team members 
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E2:   In your own opinion, what are your expectations of the below conditions: 
 






a The roles of project managers MUST be 
clearly defined 
    
b Project managers is THE MOST 
IMPORTANT factor for project success  
    
c Project managers MUST get involve from 
the start of project until close out 
    
d Project managers are FULLY 
accountable to project failure 
    
e Project managers are ALLOWED TO 
MAKE DECISION based on own 
discretion after gathering important 
information 
    
f Project managers MUST consult project 
teams before making decision 
    
g Project managers SHOULD BE 
ALLOWED to select team members 
from various functional teams impacted 
    
h Project managers MUST understand the 
project objectives and goals well 
    
i Project managers MUST guide the team 
members to     achieve the goals 
    
j Project managers MUST maintain close 
relationships with the team members 
    
k Project managers MUST delegate 
authority to the lowest level project team 
members 
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Appendix E – Survey Questionnaire (Japanese version) 






  自動車関連       建設関連  
   教育関連       エンジニアリング関連 
   金融関連        政府・公官庁関連 
   医療・医薬・保健関連      IT・情報関連 
   その他製造関連       石油・化学関連 
   通信関連  





   100人以下        100人～500人 
   500人～1000人       1000人～5000人 





   10年以下        10年～25年  





   50億円以下        50億円～100億円 
   100億円～1000億円       1000億円～1 兆円 





   内国資本会社 
   外国企業との合弁（共同出資会社） 





A6: 国籍  
 
   日本人        マレーシア人 
   中国人        インド人 
   シンガポール人       アメリカ人 
   ヨーロッパ人       その他 _____________________ 






   30歳以下        30歳～40歳 
   40歳～50歳       50歳～60歳 





   社長ないしは最高経営責任者     副社長ないしは役職員 
   部長        課長 
   係長        社員 
   その他_______________________________ 
 
 
A9: プロジェクト管理職務の経験年数  
 
 
   3年以下        3年～10年 






   上級管理職     プロジェクトマネージャー(またはプロジェ 
      クト・リーダー) 
   ファンクショナルマネージャー     プロジェクトコーディネーター 
   プロジェクトチームメンバー   












   絶対受けるつもりだ 
   多分受けるつもりだ   










B1:  プロジェクトの平均継続期間 
 
 
   6ヶ月以下        6ヶ月～12ヶ月間 
   12ヶ月～24ヶ月間       24ヶ月以上 
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B2: プロジェクトの平均予算  
 
 
   5000万円以下       5000万円～億円 






   5つ以下        10～15 






   5人以下        5人～10人 










   弱いプロジェクト並存型組織 - プロジェクトマネージャーはプロジェクトの管理責任を
負うが、他メンバーへの作業指示については組織からの指示が優先する 
 




   プロジェクト優先型組織 - ほとんどの中心的なチームメンバーがプロジェクトマネージ 
    ャーの配下にいる 
 
   完全プロジェクト優先型組織 - プロジェクトメンバーの人選を始め、チームメンバーの 







No 質問事項 はい いいえ 
a 貴社内にプロジェクト管理部(ＰＭＯ)が設置されている   


































C2: 貴社での平均的なプロジェクトの成功確率は  
 
   20％以下        20% ～ 50% 
   50% ～ 70%       70％以上 
   100％ 
 
 
C3:  プロジェクト成功のために、以下の項目は度の程度重要だと思いますか   
       
        









       
b 熟練したプロジェクトマネージャー        
c プロジェクトに関与するすべての利害
関係者からの協力 
       
d メソドロジーおよびツールのプロジ
ェクトでの活用 
       
e プロジェクトマネージャーのフルタ
イムでの参画 
       
f プロジェクトマネージャーのスケジ
ュールへのコミットメント 
       
g プロジェクトマネージャーの予算へ
のコミットメント 
       
h プロジェクトマネーの生産性へのコ
ミットメントジ 
       
i 訓練されたプロジェクトメンバー        
j スケジュール及び予算策定にあたっ
てのプロジェクトチームの参画 
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b 他の関連組織からの協力の欠如        
c プロジェクトマネージャのスキル不
足 
       
d プロジェクトマネージャーのプロジ
ェクト管理権限の欠如 
       
e プロジェクトを遂行するために必要
となる予算及び技術の欠如 
       
f プロジェクトの遂行に必要となる要
員数・要因のスキルの欠如 
       
g プロジェクトの目的についての共通
理解の欠如 
       
h プロジェクト遂行のための適切なメ
ソドロジーの欠如 








       
k プロジェクトマネージャーに意思決
定権がない 
       
l 人間関係のマネジメントスキルの乏
しいプロジェクトマネージャー 
       
m 技術スキルに乏しいプロジェクトマ
ネージャー 
       
n 意思決定の場へのプロジェクトチー
ムの参画の欠如 
       
o その他主要な要因と思われるもの
_____________________________ 
       
 
 
C5: プロジェクトは平均的にはどのフェーズで失敗しているか  
 
 
   概念定義フェーズ - プロジェクトの仕様及び要件が決まる初期の段階 
   計画フェーズ－作業明細(ＷＢＳ) やスケジュール、予算および資源の配布などの計画活 
    動が行われる段階 
   実行フェーズ －プロジェクトの目標を達成するための具体的なタスクを遂行する段階 
   終了フェーズ-プロジェクトは終了し、そしてプロジェクトメンバーは他のプロジェクト 
    または元の組織に戻る段階 
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   プロジェクト活動の調整役であるが、プロジェクトメンバーや関係組織に関わる権限の
ない人 
   プロジェクト活動の調整役であり、プロジェクトメンバーや関係組織に関して、限られ
た権限のある人 
   シニアマネジメントによって、プロジェクト活動の全般にわたる権限を与えられた人 
   その他 _______________________________ 
 
 
D2:  プロジェクトマネージャーは通常、誰によって任命されますか  
 
   役員会        担当役員 
   プロジェクト委員会      部門長 
   その他 ___________________________ 
 
 
D3: 貴社のプロジェクトマネージャーの性別  
 
 
   男性だけ 
   女性だけ 





















       
d プロジェクトマネージャーはフルタ
イムで参画している 
       
貴社のプロジェクトマネージャーの選定基準について 
e 特に条件は無い        
f 学歴・受講経歴などは求められていない        
g プロジェクト管理の資格について求めら
れていない 
       
h プロジェクト管理経験について求めら
れていない 
       
i 勤務年数について別に求められていな
い 
       
j 多様な職種の経験について求められて
いない 
       





   30歳以下        30歳～39歳 
   40歳～49歳        50～59歳 
   60歳以上 
 
D6: 貴社のプロジェクトマネージャーは、プロジェクト管理に必要なスキルを十 
             分に持っていますか:  
 
   わかりません   
   はい、十分に持っています 
   はい、しかしもう少し訓練が必要です 
   いいえ、しかし訓練は必要ではありません 





   はい        いいえ 
 
D8:  前述のプロジェクト管理経験者の活用形態は以下のいずれですか  
  
 
   社員として雇用        契約社員として雇用 


































E1:  貴社での経験に基づいて次の質問に答えてください:  
 









       
b プロジェクトマネージャーはプロジ
ェクトの成功のために重要である 
































       
k プロジェクトマネージャーはチーム
メンバーにも権限を委譲している 
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E2:   あなたの意見では、下記のプロジェクトマネージャーの条件を、どの程度重 













       
b プロジェクトマネージャーはプロジェクト
の成功のための最も重要な要因である 












       
f プロジェクトマネージャーは意思決定前に
プロジェクトチームと相談する 
















       
k プロジェクトマネージャーはチームメンバ
ーにも権限委譲すべきである 
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Appendix F: Breakdown of Survey Results Based on Respondents’ Experiences 





Agree Disagree Strongly 
Disagree 
The roles of project 
managers are being clearly 
defined  
 
10.0 (41.2) 41.7 (47.1) 40.0 (11.8) 8.3 (0.0) 
Project managers are important 
for project success 
 
56.7 (47.1) 43.3 (52.9) 0.0 ( 0.0) 0.0 (0.0) 
Project managers involve from 
the start of a project until 
project close out 
 
33.3 (35.3) 45.0 (55.9) 21.7 ( 8.8) 0.0 (0.0) 
Project managers are fully 
accountable to project failure 
 
8.3 (26.5) 28.2 (61.8) 53.3 ( 8.8) 10.0 (2.9) 
Project managers are allowed to 
make decision based on own 
discretion after gathering 
important information 
 
5.0 (29.4) 60.0 (61.8) 33.3 ( 8.8) 1.7 (0.0) 
Project managers do consult 
project teams before making 
decision 
13.3 (26.5) 63.3 (52.9) 18.3 (20.6) 5.0 (0.0) 
 
Project managers are allowed to 
select team members 
 
10.0 ( 8.8) 45.0 (47.1) 35.0 (41.2) 10.0 (2.9) 
Project managers understand 
the project objectives/goals 
well 
 
25.0 (35.3) 61.7 (55.9) 10.0 ( 8.8) 3.3 (0.0) 
Project managers always guide 
the members to achieve the 
goals 
 
13.3 (20.6) 51.7 (61.8) 31.7 (17.6) 3.3 (0.0) 
Project managers usually 
maintain close relationships 
with the team members 
 
13.3 (26.5) 61.7 (67.6) 21.7 ( 5.9) 3.3 (0.0) 
 
Project managers delegate 
authority to the lowest level 
project team members 
 
5.0 (17.6) 55.0 (52.9) 36.7 (29.4) 3.3 (0.0) 
Figure shows data for Japan and figures with () refers to data for Singapore 
All data entered are in percentages (%) and might not sum up to a total of 100% due to rounding errors  
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Appendix G: Survey Results Based on Respondents’ Expectations in Japan and 
Singapore 
                        
 Strongly 
Agree 
Agree Disagree Strongly    
Disagree 
The roles of project managers 
MUST being clearly defined  
 
46.7 (52.9) 46.7 (47.1) 6.7 (0.00) 0.0 (0.0) 
 
Project managers are THE MOST 
IMPORTANT factor for project 
success 
 
45.0 (35.3) 51.7 (26.5) 3.3 (38.2) 0.0 (0.0) 
 
Project managers MUST involve 
from the start of a project until 
project close out 
 
26.7 (38.2) 53.3 (58.8) 18.3 ( 2.9) 1.7 (0.0) 
 
Project managers are FULLY 
accountable to project failure 
 
25.0 (21.2) 68.3 (42.4) 5.0 (36.4) 1.7 (0.0) 
 
Project managers ARE  
ALLOWED to make decision 
based on own discretion after 
gathering important information 
 
28.3 (30.3) 65.0 (60.6) 5.0 ( 9.1) 1.7 (0.0) 
 
Project managers MUST consult 
project teams before making 
decision 
 
20.0 (21.2) 60.0 (42.2) 20.0 (36.4) 0.0 (0.0) 
 
Project managers SHOULD BE 
ALLOWED to select team 
members 
 
31.7 (17.6) 55.0 (64.7) 13.3 (17.6) 0.0 (0.0) 
Project managers MUST 
understand the project  
objectives/goals well 
 
31.7 (50.0) 55.0 (50.0) 13.3 (  0.0) 0.0 (0.0) 
Project managers MUST always 
guide the members to achieve the 
goals 
 
51.7 (32.4) 40.0 (58.8) 8.3 (  8.8) 0.0 (0.0) 
Project managers MUST maintain 
close relationships with the team 
members 
 
50.0 (26.5) 50.0 (67.6) 0.0 ( 5.9) 0.0 (0.0) 
Project managers MUST delegate 
authority to the lowest level project 
team members 
 
16.7 (23.5) 65.0 (47.1) 15.0 (29.4) 3.3 (0.0) 
Figure shows data for Japan and figures with () refers to data for Singapore 
All data entered are in percentages (%) and might not sum up to a total of 100% due to rounding errors  
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Appendix H: The Mean Results    
               Japan (n=60)  Singapore (n=34) 
         Current     Expected          Current        Expected 
 
The roles of project managers are       2.47           1.60           1.71      1.47 
being clearly defined      
 
Project managers are important for        1.43           1.58          1.53     2.03 
project success 
 
Project managers involve from the start        1.88           1.95          1.74     1.65 
of a project until project close out 
 
Project managers are fully accountable        2.65           1.83          1.88     2.15 
to project failure 
 
Project managers are allowed to make        2.32           1.80           1.79     1.79 
decision based on own discretion after  
gathering important information 
 
Project managers do consult project teams    2.15           2.00          1.94     2.15 
before making decision 
 
Project managers are allowed to select          2.45           1.82          2.38     2.00 
team members 
 
Project managers understand the project       1.92           1.82          1.74     1.50 
objectives/goals well 
 
Project managers always guide the                2.25           1.57          1.97     1.76 
members to achieve the goals 
 
Project managers usually maintain close       2.15           1.50         1.79     1.79 
relationships with the team members 
 
Project managers delegate authority to the    2.38           2.05         2.12     2.06 
lowest level project team members  
